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FOREWORD

Most public and private social welfare and rehabilitation agencies in the
United States today face a basic dilemma: demand for service is growing faster
.than the supply of manpower needed to supply service. Agencies therefore are
finding it imperative to stretch the available supply of workers by using them
more effectively and to hire and train new workers from many sources. But
almost invariably they find that thry lack the knowledge essential to successful
accomplishment of these imperatives.

It is for this reason that the Social and Rehabilitation Service has
undertaken a five-year program of research on workers in this field, the work they
do, and the settings in which the work is performed: the National Study of Social
Welfare and Rehabilitation Workers, Work, and Organizational Contexts. The
integrated program is expected to yield more new knowledge for +he resources
invested than would a large number of independent projects. '

Knowledge generated by the study will be made availavie to polic
makers, administrators, service delivery workers, and other personnel of public
and private agencies and to teachers and students in the field through a series of
publications, of which this is the first. The overriding purpose of the series, as of
the study itself, is utility. Its usefulness can be enhanced by comments and
suggestions from readers, which may be addressed to the National Study director.

The papers in this publication were prepared as background information,
initial working papers, and beginning work plans for the first research steps in
three areas of special interest: worker job mobility, employment of subprofes-
sionals, and impact of organizational climate and structure on workers. These
working documents summarize present state-of-knowledge, give an introduction
to the research approach, and identify soine expected study results and
publications.

The opinions expressed herein are those of the authors and in no way
reflect an official position of the Social and Rehabilitation Service.

Richard M. Longmire
Associate Administrator for
Planning, Research, and Training
Social and Rehabilitation Service
Washington, D.C.
April 1971
»
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THE NATIONAL STUDY OF SOCIAL WELFARE AND
REHABILITATION WORKERS,
WORK, AND ORGANIZATIONAL CONTEXTS

A SUMMARY
Jean Szaloczi Fine*

The Social and Rehabilitation Service (SRS) has undertaken a program of
research to develop much-needed new knowledge about social welfare and
rehabilitation workers, the work they do, and the organizational contexts in
which that work is performed. The present publication is one of a series resulting
fror -~ program of research. This introduction is intended to give the reader a
brier orientation to the program plan, why the cesearch was undertaken, what is
being attempted, and what kinds of publications and other outputs are expected
to result.

This program of research—the National Study of Social Welfare and
Rehabilitation Workers, Work, and Organizational Contexts--is a set of projects,
studies, and other research activities performed in part by SRS staff and in part
by social scientists of various disciplines in universities, research institutes, and
other nonfederal settings, with SRS direction and funding. It differs from
previous research in that (1) it approaches the field as an “industry”” and as a
““national®’ service system, (2) it is an attempt to look for important interrela-
tionships among a large variety of critical attributes of workers, work, and work
settings, and (3) it combines a sample survey methodology with intensive
investigations so that a deptk of understanding can be combined with national
estimates.

In a very real sense the research program may be said to have “begun”
with the work of the task force on manpower whose report was published in 1965
by the Department of Health, Education, and Welfare under the title Closing the
Gap in Social Work Manpower. Certainly much study, analysis, and planning had
preceded the letting of the first contract in this program in 1968. The progrum is
expected to continue through 1973, but some analysis and many research
utilization activities should continue beyond that time.**

*Mrs. Fine is Chief, Manpower Research Branch, Office of Research and Demonstrations, Social and
Rehabilitation Service, U.S. Department of Health, Education, and Welfare. She designed and is directing the

National Study. . i
**The general outlines of the program ana the interrelation of studies are indicated in the diagram.
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The National Study: Summary “ 3

THIS IS APPLIED RESEARCH

The National Study of Social Welfare and Rehabilitation Workers, Work,
and Organizational Contexts is a program of applied research intended for use by
agency managers and workers as well as teachers and students. Central to the
research strategy and publication plans is the overriding image of useful applied
research as “pushing the state-of-the-art” in social science theory and research
methodology to.obtain dependable new knowledge for practical, viable, and
effective solutions to day-by-day problems in practice, management, and policy
making. That is, the skill of the social scientist is challenged to provide new
knowledge that the manager, the worker, or the student can use to understand
vetter the phenomena he observes in everyday life. The ultimat: test of the
effectiveness of applied research is the degree to which it enables the manager or
worker to recognize correlates in his own experiences and to use information and
knowledge from the research to better manage his own work in order to fulfill
more of its purposes. The ‘‘usefulness” criterion has dominated research planning at
all stages. Needless to say, no research is useful unless results are communicated
and, furthermore, communicated in a form that is understandable to different
potential users with different needs, who bring different experiences and
understanding to the interchange with the researcher. Therefore, a decision was
made to publish a series of publications focusing on different aspects of the
research and performing different communication tasks in an effort to build a
bridge between the research and use of it by managers, workers, scholars, and
students in a variety of settings.*

It is reasonable and proper for the SRS to be concerned about the state of
knowledge about social welfare and rehabilitation workers because workers are
the means—the vehicles—for the delivery of services. That is, workers embody the
total technology of the field; they are both concepts in operation and instruments
of action. This is in contrast, for example, to goods-producing industries in which
the workers désign, fabricate, and operate the machines or other instruments
which are the essential tools for doing the work. In goods industries the separate
roles of worker and tool are relatively clear, whether the tool is as simple as a hoe,
a needle, or a hammer or is an enormous machine complex. In social welfare and
rehabilitation, the worker as “knowledge in operation’’ and simultaneously as the
tool that is manipulated to do the work requires a change in some of our images
of work and workers that have been developed in earlier analysis of goods-
producing work. The worker as a human being serving as a technological unit
performing work in a service-producing system marches to a different drummer
than does the worker who ic part of a man-machine technological unit.

*If research reports, theoretical writings, and research utilization reports are useful to managers and workers

in operating agencies, they should also be useful to students learning how to work in or manage such agen-
cies, to teaci'nerg: of such students, and to scholars involved in related study.

.
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4 National Study Working Papers

In service delivery systems the effectivencss of scrvices is constrained by
the cffectiveness of workers. The cffectiveness of workers is constrained by their
ability to find purpose and meaning in the work they do and to sce their carcers
as vehicles for self-realization. Effective and efficient delivery of services depends
upon the effectiveness and efficiency of the individual agency’s solution to its
manpower problems; that is, the effective management of human resources in
each local agency to achieve an optimum integration of that agency’s service goals
and the work-rclated personal goals of individual workers. The circular interaction
between. workers, their work, and the work setting is clear. The central goal or
purpose of this interaction is benefit to the recipient of services and the ultimate
determinant of effectiveness of services is the design and management of the
service delivery system.

Many problems of research management plague operating agencies,
including problems in:

— obtaining adequate staff
— determining how many and what kinds of staff
= duciding how to utilize them effectively, as by

. . . clustering work tasks into jobs, work procedures, work groups and
organizational subunits

. . . making work assignments, including the definition of prescribed
tasks and of both allowable and required discretion in work

. . . determining workload

— maintaining ‘“‘morale’’; high motivation, responsibility, and creative use
of discretion by all workers and managers are needed if the agency is to
respond constructively and effectively to demands from its environment

— interpreting agency program and objectives and articulating subunit and
individual purposes and needs

— managing change within agency; that is, managing growth, change, and
development of the organization, the work group, and the individual
worker, including:

. .. managing the ‘‘training overhead” implicit in all program change
and innovation

.. . articulating multiple and conflicting objectives (management by
whose objectives?)

10




The National Study: Summary 5

— developing agency procedures and practices, including work flow, work
routines and processes, control and monitoring, information feedback,
ctc.

— managing interaction among human and other resources and operating
constraints.

PREMISES UNDERLYING THE PROGRAM

The SRS decision to undertake a comprchensive research approach to
develop new knowledge for use in solving manpower problems is based on five
major premises:

1. The achievement of SRS objectives ultimately depends on effectiveness

and efficiency in local and State agency use of staff to deliver services.

2. The study of workers as human components of service systems requires
research and management concepts that are more useful than those
which are the basis for traditional paper-work management, manage-
ment of goods-producing systems, and systems analysis based on
economic theory.

3. Limited financial and scientific skill resources for research argue the-
favorable cost/benefit status of a research attack which would develop
knowledge and data that would help a number of agencies.

4. A national study is needed because many problems seem to occur
frequently and in many different agencies.

5. We have little clear knowledge of the correlate and antecedent factors
in manpower problems; that is, how and under what conditions
specific problems tend to occur and how they are interrelated with
different characteristics of the workers, the work settings, and the
work itself.

The lack of knowledge has caused widespread distress. Managers and
workers at all levels complain of the lack of data and knowledge about the nature
and magnitude of crucial relationships. Social welfare and rehabilitation work,
because of its nature, requires a large amount of discretion in work performance
by workers at all levels. Workers are both concept and tool in operation, and
Success in services is most often success in interpersonal tasl:s. Hence, work
Prescription, auxiliary tools, and procedures can never eliminate the discretion of
the worker without eliminating the effectiveness of the services. This condition,
combined with lack of knowledge and lack of data, results in a wide variety of
complaints whose theme might be phrased “my technology is not under control.”
As a result, capacit; for effective forward planning and efficient management of
day-to-day work is seriously undermined. A sense of frustration is pervasive.

Helping local and State agencies is only one purpose behind this research.
SRS and other national agencies (government and non-government) are concerned
with many problems which can be solved only by considering interactions and

13



6 Nationai Study Working Papers

interrelations between and among agencies; that is, they are concerned with
problems which make it expedient to view the totality of social welfare and
rehabilitation agencies as a system. These supra-agency problems are of concern
not only to the national agencies but also to State and local organizations whose
work includes overseeing or funding other agencies. Some of these problems are:

— allocation of resources between agencies, which requires knowledge not
only of agency “outputs” but the relationship between “use of
resources’ (in this case, manpower) and “outputs.”

— interactions between agencies in that the work of one profoundly
affects what can, what must, and what may be done by another. Since
workers are the vehicles for delivering services, the management of any
one agency’s human resources affects the functioning of the system zs a
whole.

— competition between agencies for the same human and financial
resources. (This interaction makes it sensible and important to tackle
such problems as the national adequacy of the social welfure and
rehabilitation manpower pool.)

— interaction between service agencies and the educational institutions
that educate and train manpower for social welfare and rchabilitation
services. (Educational institutions have an interest in the totality of
agencies as well as their interrelationships. SRS is concerned with
helping educational institutions to be more effective—concerned directly
because of its investment in education and training and indirectly
because of interest in the adequacy of educational “output’.)

— new knowledge potential of the whole network of agencies which can be
viewed as a vast continuing experiment in which various apparently
similar “‘inputs’ and “processes” yield seemingly dissimilar “outputs”

and different “inputs” and “processes” seem to have the same

“outputs.”

— the fact that SRS itself operates as an agency, and the agency problems
outlined above occur here in an intensive form because our solutions to
these problems spread throughout the ccuntry like waves from a stone
tossed into the water. However, because of the centricity and influence
of the Federal agency, the ‘“‘waves” often increase in size and impact as
they meet and merge with State and local problems in search of a
solution.

THE NATIONAL STUDY RESEARCH STRATEGY

In summary, a research strategy was developed because the need is too
great, the hour is too late, and the cost of research is too high to depend on
unrelated and fractionated solitary projects. What is required is an integrated,

12 .



The National Study: Summary 7

planned, coordinated research program based..on a creative working partnership
between social scientists and program and policy staff for a totality greater than
the sum of the parts.

Minimal new knowledge needed to be useful for manpower problems
requires data about: (1) the workers themselves; (2) the work tasks they perform;
and (3) the setting—organization and work group—in which they work.

These knowledge nceds in the context of the present level of knowledge
and state-of-the-art of research require the development of a multistage,
multimethod, and multidiscipline research-development and knowledge-building
strategy which takes into account:

= the dynamic nature of the phenomena inder study

—the need to consider all levels of the system separately and in
combination, since they operate separately and in interaction with
others

— the necessity for multivariate and multidisciplinary methods to investi-
gate the system meaningfully

—the need to develop more precise and sensitive observational and
analytic techniques so that we can better “‘see” critical aspects of the
phenomena under study

A strategy which builds knowledge requires a sequence of major research
steps:

—a comprehensive overview of present social service knowledge and
integration with knowledge of and issues in practice and management of
the social welfare and rehabilitation programs

— refinement of research strategy and development of tactics for both
“extensive’’ and “intensive’’ research

— development of required data-collection, observation, and analysis
methodologies

= concurrent “extensive” and ‘“‘intensive’ investigations
— integration of results of general-purpose and special-issue analysis

= interpretation for use by managers, administrators, educators, and
practice personnel

— coordination with other research streams and planning for next major
research programs

— establishment of a formal mechanism for two-way communication
about the technical issucs and progress of the work, the perceived
program information needs, and research utilization strategies

ERIC 13




8 National Study Working Papers

PROJECTS IN THE NATIONAL STUDY

At some point a broad research problem must be broken do. ., sometimes
more or less arbitrarily, into manageable units of work usually called *‘projects”
or “studies.” Faced with (1) a complex set of knowledge needs, (2) considerable
pressure both to obtain dependable results and to do so quickly, and (3)a
dissatisfaction with knowledge and research techniques that are now readily
available, the project staff evolved a strategy which would sequence and parallel
projects so that:

~ overview and developmental research projects could distill present
knowledge and yield early but less complete and less certain results for
immediate use in service programs and as a basis for empirical
investigation in further research

— empirical investigation could proceed along two parallel lines to permit
exploitation of both ‘‘extensive” and ‘‘intensive” research methodol-
ogies

— the national survey would be based on a probability sample and survey
data-collection methodology for wide-scale ‘‘extensive’ investigation of
a limited set of variables related to several different phenomena

- an “intensive” investigation in depth of a larger number of factors and
relationships would be related to specific issues and phenomena of
particular concern and would provide an additional depth of under-
standing of data generated by the national survey as well as exploring
vital issues beyond what is feasible in the extensive study. These
investigations would concern:

. factors in the employment of subprofessionals, staff and organiza-
tional adaptation, and implications for service delivery

. impact of factors of organizational climate and structure on
workers and work performance

. determinants of worker job mobility and implications for service
delivery

Each of the special area studies is designed in three phases.

I. Qverview study: conceptual development and preliminary field in-
vestigation to provide a limited field demonstration of the adequacy
of the conceptual scheme from the above points of view and in terms
of the ability of the scheme to be operationalized so that the reievant
variables may be measured in the national survey.

II. Technical assistance in mcorporatmg results of Phase I in developing,
pilot testing and planning the nrational survey.

I Intensive field investigation after Phase I and concurrent with Phase
11, to develop and refine the conceptual framework completed in

14



The National Study: Summary 9

Phase I to give a more useful extension and elaboration of the
conceptual framework, serve to extend the understanding of the
national survey data, and permit more perceptive analysis of these
data for further investigation of the specific topics and for application
of insights from the findings to the practical problems of agency
management and policy.

PUBLICATIONS FROM THE NATIONAL STUDY

Three types of publications are being published under a series title
National Study of Social Welfare and Rehabilitatior: Workers, Work, and
Organizational Contexts, with individual publications in cach series numbered in
order of publication. Publication is expected as each unit of work is completed. -
The three series are:

Working Papers. These will be informal and interim-type publications
including state-of-knowledge and literature review papers, theoretical
essays, and other informal conceptual and research methods papers that
are expected to have utility for workers and managers in social welfare
and rehabilitation agencies and/or scholars working on similar research
problems and students preparing for work in this field.

Research Reports. These will be reports on specific units of research
activity including final reports on the phases of the developmental and
overview studies, reports on specific problem areas, and other more or less
formal report-type documents. The purpose here is to present a
conceptual framework for research and an analysis of findings resulting
from empirical investigation.

Program Application Reports. This set of publicatiors is directed to
policy makers, agency and program managers, and workers. The objective
is to take research findings one step more toward interpretation and
translation for use than is feasible in the research reports themselves. This
set is visualized as covering a fairly wide variety of topics at several levels
of analysis ranging from interpretation of findings for application in
everyday work in practice, management, and policy making to reports by
local or State agencies on actual program changes and/or demonstrations
growing directly out of some of the research findings. A variety of authors
is expected, primarily “program’’ staff (policy makers, managers, workers,
teachers) with some collaboration between program and research staff.
Papers of national interest prepared by staff in local, State, and
nongovernmental programs will be published as resources permit. This
class of publications is designed to begin building a bridge between
research findings and their use in management and practice in operating
agencies. '

15




10 National Study Working Papers

SUMMARY OF SPECIFIC PROJECTS

National Survey of Social Welfare and Rehzbilitation Workers,
Work, and Organizational Contexts

This is a major research effort planned for initiation late in 1971. The
survey is being developed in three stages to make it possible for the first time to
link personal, social, demographic, education, work experience, work assignments,
and attitudinal characteristics of workers with, on the one hand, some meaningful
characteristics of the work tasks they perform and, on the other hand,
characteristics of the organizational context and service or income delivery
systems in which they work.

Present plans call for a research approach using a | >rsonal interview survey
methodology and based on a national multistage probability sample of public and
private organizations engaged in service delivery and policy and planning roles in
social welfare and rehabilitation services. The research plan calls for a sampling
strategy based on: (1) a sample of organizations delivering, funding, or planning
services; (2) within organizations, either a samplé or census of workers; and (3) a
sample of tasks performed.

The purpose is to relate characteristics of tasks to characteristics of
workers and in turn to characteristics of the organizational context in which they
work. The study will focus on a variety of manpower dimensions including such
topics as patterns of worker utilization, turnover, worker characteristics, kinds of
tasks performed, and characteristics of organizational climate and structure. Data
items will be included here which can be analyzed in the context of the research
problems of the intensive studies in order to provide quantification and
verification of their findings.

These data are expected to be useful to a variety of users within and
outside the government. They are expected to yield extensive quantification of
different manpower dimensions which, when analyzed together with the results of
the intensive studies, would provide important insights into several issues of
interest for services and manpower policy and planning as well as for agency
administration and scholars in the field.

Some of the topics that are expected to be included are:

— personal and demographic characteristics of workers
— salaries and working conditions

— job and pusition information

— job tenure

— education and experience

— selected worker attitudes

— selected career attitudes and expectations

16




The National Study: Summary . 11

— characteristics of a sample of tasks

— selected characteristics of the organizational structure, fuaction, and
climates

A Study of Determinants of Worker Job Mobility and Implications
for Service Delivery

The study and interpretation of worker job mobility has long been a
concern of social scientists who have studied worker and organizational behavior
and organizational effectiveness. The importance of this mobility stems from its
implications for costs in recruiting, selecting, training, and placing workers; its
impact on the quantity and quality of work performed and services rendered; its
meaning for the workers themselves and their careers. This research is directed
toward an exploration of the issues and effects of worker job mobility and the
identification and exploration of critical questions about: (1) the ways in which
worker job mobility can be characterized meaningfully from the viewpoint of
work planning, organization management, education and training, and worker
career management and planning; and (2) the ways in which different attributes
of the work situation and characteristics.of the workers relate to different types
of worker movement.

In order to deal meaningfully with worker job mobility (interjob,
interagency, and to and from the field) it must be characterized as a dynamic
phenomenon with different implications for both the worker and the employing
organization and in the context of different situations and circumstances. This
characterization must spring from a conceptual framework that depicts different
types of mobility within the context of (1) the sectings in which it takes place;
(2) the different types of movement between jobs; (3) those workers who
contribute differentially to the occurrence of different ‘types of movement;
(4) the nature of the process in which entrance into or eit from specific job or
agency employment is the end result; and (5) the theoretical nature of worker job
mobility” as both a characteristic of workers and/or organizations and work
settings.

A Study of the Impact of Factors of Organizational Climate and
Structure on Social Welfare and Rehabilitation Workers and
Work Performance

Generic sociological and organizational analysis indicates that there are
complex relationships between the work to be done by and within an
organization and the structure and climate of that organization. In order to
produce knowledge which may be useful for affecting changes in the social
welfare and rehabilitation field, concepts in organizational analysis must be
specifically applied to this field. The relationships which exist within the field
must be specifically identified and measured. This study is to identify sets of

17
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12 National Study Working Papers

variables which are likely to yield meaningful interrelationships in the social
welfare and rehabilitation field, so that the organizational contexts of social
welfare and rehabilitation work and their impacts on workers and worker roles
may be adequately characterized. The adequacy of this characterization will be in
terms of the extent to which it provides knowledge which may be used for the
further development or modification of jobs; design of work units and
subsystems; education, training, and recruitment of workers; task structuring; and
the organization of service delivery systems.

A Study of Employment of Subprofessionals, Staff and Organizational
Adaptation, and Implications for Service Delivery

This study is to perform the work of conceptual development and
empirical investigation of the processes involved and the effects of the trend
toward the employment of a new type of service worker called variously
‘“subprofessional,” “nonprofessional,” “paraprofessional,” and/or ‘“new-
careerist.”” The conceptual development must eventually lead to a methodology
for data collection through which the interrelationships and adjustment processes
which arise within and among organizations, workers, work roles, and client_.
services may be empirically determined.

The trend toward the employment of subprofessionals, both indigenous
and nonindigenous, in social welfare and rehabilitation work appears very likely
to increase in scope. There are various sources of pressure and justifications for
this trend. It has pervasive impact on the structure and climate of the employing
organizations; on’ the roles, self-perceptions, and career patterns of both
professionals and nonprofessionals; and on the relations between agencies and
their clientele, between agencies and the community, and between agencies and
extracommunity reference groups. The patterns of these impacts are not clear,
although they seem likely to be different, depending on the kinds of pressures and
justifications to which agencies respond, on the vicissitudes of continuing
pressures and justifications, and on the developments stimulated by organiza-
tions’ and workers’ responses to the inclusion of subprofessionals.

The impetus for this study arises from a need for information which may
be useful for anticipating the events consequent on the inclusion of subprofes-
sionals in social welfare and rehabilitation service organizations, so that
discontinuities, conflicts, and abortive compromises which affect workers and/or
the adequacy of services to clients may be minimized.

Some important questions are: :

Are there various types of subprofessional workers? If so, how can
these classes of workers be characterized conceptually to be
meaningful for manpower and service delivery planning and
management?

1&
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What are the forces that impinge on social welfare and rehabilita-
tion agencies to incorporate the various types of workers into their
organizations, and how does this affect the pattern and results of
differential manpower utilization?

How can the various patterns or modes of using subprofessionals
be depicted or described in a meaningful manner?

At a given point in time, do these depictions of worker functions
vary systematically among the various components or levels of
given organization?

Do these depictions of worker functions evolve or change over
time? If so, what variables seem to be associated with these

cha.nges?

How are different modes of subprofessional assimilation and
utilization reflected i selection and training procedures and in the
amount of prescription associated with work functions?

How can the consequence of the variables identified above be
characterized?

What are the dynamics of introduction of the subprofessional into
the agency? What are the processes of introduction? What is the
impact on the division of labor?

A Study to Develop a Methodology to Measure Meaningful Dimensions of
the Work Content of Social Welfare Jobs (Task Analysis Methodology)

Work on this project both “in house” and under contract is an effort to
achieve a2 much-needed conceptual and methodological breakthrough.

Work has been pushed toward the measurement of the “transformation”
attributes of a task. Each unit of work—that is, each task—can be meaningfully
viewed as a “bit” of worker behavior that transforms a situation or condition into
a new situation or condition consistent with the objectives of the stream of work
in which it is embedded. Thus, its meaning can only be revealed by research
methodology that links the work behavior and the results from the worker’s
action in a way that is relevant to work goals.

The conceptual base for this research is an image of the service
organization as an ongoing “open’’ system and of work units or tasks as units of
activities which can be defined as separable entities which transform a situation
into a new situation or result that is meaningful in terms of system goals. One
basic assu'nption is that different worker actions can have the same end result and
that different end results can be achieved by the same worker actions. The impact
of the task on the goals of the system grows out of a configuratior of the
different task elements and cannot be explained in terms of simple causation.

o 13
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Development of a Taxonomy of Agencies, Services, and
System Maintenance Activities

A study to develop and test a categorization scheme and data collection
procedures for identifying and classifying social welfare and rehabilitation services
and system maintenance activities.

The objective is a present state-of-the-art conceptual framework and
procedures for identifying and classifying all major units of work output of public
and private social welfare and rehabilitation programs in primary agencies or as
secondary programs in educational, health, an:l other types of establishments.

. Taken together, the categories of services and the categories of system
mainténance activities shoo d include all major work units produced by the
delivery system—i.e., shoula provide major categories of everything that gets done
by the agency. Other sets of categories should make it possible to subsume and
group smaller units of work such as tasks, task clusters, task sequences, and
specific work procedures, in a manner that will relate the smaller units to agency
goals and objectives. A taxonomy of services and system maintenance activities
serves as the first or largest classification of ‘““‘what has to get done’” to meet
agency objectives and thus becoraes a categorization of agency “outputs” and
serves as a bridge between agency goals and objectives and specific work activities.
On the other hand, it serves as the largest unit for accumulating related work
activities such as tasks and as the organizing frame for the major classifications of
work that gets done.

This project will focus on developing a hierarchical model structure which
categorizes social welfare and rehabilitation activities on multiple dimensions so
that the different structures of agencies can be reflected in useful, unambiguous
categorizations that have consistency and comparability from one situation to
another. The end result will be a taxonomy of services and system maintenance
activities and a typology of agencies as a tool for identifying the important
interactions between and among different kinds. of agencies and different types of
workers and work. The typology of agencies will provide a similar bridge between
the work of agencies and broader social goals.

WORKING PAPERS #1

This volume contains working papers related tc three of the areas of
special interest: organizational climate and structure; worker job mobility; and
employment of subprofessionals. Other papers of special interest to managers
relate to the general systems approach and manpower development planning.
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A SYSTEMS APPROACH TO MANPOWER UTILIZATION *

Jean Szaloczi Fine

We are all familiar, frequently painfully familiar, with the dilemmas that
confront managers and researchers in operating agencies as ihey try to cope with
the problems of manpower and manpower utilization. We scem to be in a general
and long-standing crisis about manpower. When we undertake action to alleviate
it, we find ourselves not knowing what to do or doing something that doesn’t
work the way we want it to work. At that point we demand more research. But
when we do undertake research, we find that it takes a lot of money and a long
time. We feel that we really can’t wait, we have to do something.We say research
will take too long, and what we need is action now. And thus the cycle continues.

We don’t have enough time or moneK for research, and we can’t act to our
satisfaction because we feel we don’t know enough and must have new knowl-

edge.

I would like to suggest that the application of systems analysis and general
systems concepts and techniques in research and in management is one way of
breaking the cycle. These concepts are basic to a major research effort by the
Social and Rehabilitation Service to study critical variables and their interaction
among workers, their work, and the organizational context in which the work is
performed. This research is expected to provide new and useful knowlcdge and
tools for administrators to analyze the work of their agency and to use their
manpower more effectively to achieve the goals of that work. However, systems
concepts are immediately useful, without further refinement, in helping admin-
istrators come to grips with some of the manpower utilization problems that
continually beset them.

In discussing systems concepts with you I would like to make clear from
the beginning that I am not discussing the computer-complex-technology phe-
nomena which are often mistakenly thought of as comprising the whole of
systems analysis. Rather, I am talking about a way of looking at agency objectives
and of managing work activities that achieves the purpose of the work effectively,
efficiently, and in consonance with the needs and values of persons who perform
it.

Using a systems approach is not the same as being systematic, although it
does presuppose a certain amount of systematic behavior by managers and by
workers. Systems concepts are generally consistent with the basic theories and

*Adapzed from a paper presented at the 1968 Conference o° Ezecutives, Child Welfare League of America,
July 2, 1968, Vail %ﬁage, Colorado.
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values in social welfare and rehabilitation, but some crucisl ideas are different
from operating assumptions which have determined the way things have been
done in the past. Systems concepts do promise a handle for solving some
problems that have proved rather intractable to date. However, if we are to
capitalize on the potential of general systems concepts, we must uaderstand them
in two somewhat different uses: (1) as an analytic tool, that is, as an approach
and a means of looking at the agency and understanding what it does; and (2) as
a management tool, a way of making and implementing management decisions.
Computers and complex technology are frequently useful in systems problems,
both in snalysis and in management applications, because large amounts of infor-
mation are needed and needed quickly. But computers are no more the essence of
systems analysis than is the dictaphone used by the caseworker.

We might, at this point, interrupt and ask ourselves “Why bother?” Is it
because “systems” is an “in’’ thing and, naturally, we all want to be in the know?
That is not really a reason for studying and grappling with complex ideas. A
hetter one is that systems approach is a major effort of the modern world to come
to grips with and to defeat five long-recognized basic laws of organizational be-
havior which have perhaps not been taken seriously enough in the past:

1. Parkinson’s Law(s) (1965)
“Work expands to fill the time available to do it.”
‘“Expenditure rises to meet income.”

2. The Peter Principle (1969)

Everyone, presem. company excepted, of ccurse, is working at his
highest level of incompetence, since if a person is competent he is
promoted and if he is not promoted he must be incompetent.

3. Murphy’s Law
If there is a possible way to do anything wrong, Murphy will find it.

4. Newton’s third law applies co human organizations and management as
well as physical phenomena. In this context we would phrase it this
way: “When money is given to one program or function it must be
withheld or taken from another program or function.”

5. Occam’s Razor, or the law of parsimony, which has been the dictum of
scholars since the fourteenth century. Paraphrased for our use, it is, “we
must take care in managing an organization so that the means do not
become the ends.” Otherwise the structure we carefully build for
accomplishing system goals will eventually, because of its complexity,
costs, and inflexibility, be unable to adapt to the demands of its en-
vironment and will collapse of its own weight or at least achieve few of
its goals. A well-known example is the fund-raising activity that uses 90
cents out of every dollar collected to pay for the fund-raising process.
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These may seem facetious but, taken seriously, they identify the major
types of problems in managing organizations that prevent these organizations
from accomplishing their intended purpose. More conventionally, I might say that
the reasons for using a systems approach to manpower utilization are to:

— maximize the delivery of services

— optimize the use of available manpower, so that the time and cost
needed to produce adequately prepared workers and the quality and
quantity of social services are in a reasonable cost/benefit relationship

= minimize the friction in the system, so that we minimize the gaps,
delays, and inefficiencies in the service delivery system, ineffectiveness
in service, time and costs in preparing workers, low worker morale,
underutilization of workers, etc.

DEFINITION OF SYSTEMS

Before discussion of general systems concepts in terms of social welfare
and rehabilitation, we need a common under;tanding of what we are talking
about. Let us turn to a classic definition of a system: ‘‘a set of objects together
with relationships between the objects and between their actributes’” (Hall and
Fagen, 1956) in which objects are the parts of the system, attributes are the
properties of the parts, and relationships tie the system together. In more opera-
tional terms, a system has been defined as *“‘an integrated assembly of interacting
elements, designed to carry out cooperatively a predetermined function” (Gibson
1960). A “system” is in some sense an objective rea.lity; that is, the interacting
elements cooperatively carrying out a predetermined function correspond to some
external reality that is more or less visihle to all observers, This is understood
most clearly when we are considering mechanical or biological systems. But sys-
tems are in another sense a creation of the observer who sees the interaction of
parts and relationships as producing some meaningful outputs. He, therefore, sorts
out from a chaotic reality some meaningful dynamic phenomenon with parts,
relationships, purposes, and consequences and sets them as a system against
their environment as a figure against ground. Thus a system is created for analysis,
and the boundaries of the system are determined by the purposes of the analysis,
although they will coincide with some boundaries that are more or less visible in
objective reality. To illustrate, for some purposes a manager will need to consider
his agency as a system; for other needs he will need to consider it ac a subsystem
in a community; while in other circumstances he will want to see it as a subsystem

in a national organization or system.
CHARACTERISTICS OF SYSTEMS
It is useful at this point to consider the characteristics of systems.
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A SYSTEM IS DYNAMIC

Using a systems approach involves necessarily the assumption of proccss,
change, dynamics. We are looking at a stream of time rather than a slice of time,
at a happening rather than a thing. When we are looking at z service delivery
system or a manpower development system we are locking at a system that is
both “‘open” and ‘learning”. By an open system is meant one that is receiving
input from its environment and is responding meaningfully to that input. By a
learning system we mean an open syscem which is using information from the
environment to modify its internal processes to produce outputs that are more
effective responses to environmental demands. That is, it obtains information on
environmental demands and its own processes and performance and feeds that
information back through the system in order to alter sysftcin behavior in such a
way as to increase the probabilities of success in achieving objectives.

If we are looking at an open learning system we will see the process as
looking different if viewed forward rather than backward. We see change over
time. We see the end results of processes as looking quite different than the
beginning of those processes. Today is different from yesterday, etc. As Norbert
Weiner (1954) expressed it, the analogy is more like that of an arrow pointed in
one direction in the stream of time rather than like a line segment facing both
ways which we may regard as going in either direction.

This may seem obvious, but consider for a moment the number of things
we do in social welfare that are the same as we did them in the past. We may say
that each client is unique, but quite often we have the same kinds of personnel
perform the same tasks in the same w~y regardless of differences in clients and
client characteristics. We have really only begun to modify our system behavior so
that it varies with initial conditions of inputs and with variations in signals from
the environment.

‘tHE SYSTEM IS DISTINGUISHED FROM ITS ENVIRONMENT

We must recognize that the idea of a system clearly implies ‘‘boundaries”
to divide what we are looking at from what we are not looking at. Regardless of
how much we see our system or agency interacting with the environment and
other social institutions, we must for the purposes of analysis identify for our-
selves thé boundaries of the system being examined. Everything that is outside
these boundaries we will regard as environment. Much of analysis is concerned
with the impact of the environment, the input from the environment to the
system, and the constraints placed on system behavior by the environmental
conditions and the behavior of other systems. For the purposes of this discussion,
let us regard the agency itself as a system and organizational and operational
units, such as departments, divisions, or programs, within the agency as one level
of subsystems. Staff as operating components are a second level of subsystems.
They are biological and psychological systems, rather than a social or

ERIC
24

2



Systems Approach 19

organizational system, as is the agency. As human components tiey are never-
theless subsystems. As human beings and as subsystems, workers function as
System components in ways that are very different from the ways a machine and
its parts function. *

We must keep in mind that for other levels of analysis of manpower, we
might wish to specify other system boundaries. For example, if we wish to
analyze the manpower situation in the United States or a State or a city, we
would want to define colleges, universities, schools of social work. and agency
inservice training activities as subsystems in a manpower development or man-
power production system. In that case it would be useful to regard the agency
system which we are examining today as really two separate systems; i.e., its
inservice training program would be part of the manpower production system
along with subsystems o.tside the agency, and its service delivery system would
be a user of the output of the manpower production system.

THE WHOLE IS GREATER THAN THE SUM OF THE PARTS

Within the system boundaries, each component of the system is so related
to its fellow parts that a change in one part w1l cause a change in all of them and
in the total system. Changes may be small and the resulting impact minute, but
frequently small changes may have a visible effect throughout the system. Social
workers and rehabilitation counselors often see a seemingly minor change in a
client’s situation or in the therapeutic input to a client result in a large change in
client motiv. ion and behavior. Small changes can and do effect such changes in
other systems because a system is not a simple composite of independent ele-
ments—it is coherently and inseparably whole. A corollary of the notion of whole-
ness is the notion of non-summativity. That is, a system as such cannot be under-
stood merely as the sum of its parts. An attempt to analyze components taken
out of their living context destroys the very object of interest. An examination of
each of its parts ir. turn will not reveal the function of a system. It is necessary to
neglect the parts for the whole and to attend to the core of its complexity, its

organization and operation.
SYSTEMS ARE DEFINED BY PURPOSES AND OPERATIONS

All systems, biological, social, and psychological are characterized by
three attributes which determine system performance and thus are important for
this discussion: purpose, parameters, and process. It is important to keep in mind
that a system is defined by its purpose and the organization of its processes; it is
not defined by its structure.

Every system has purpose, a reason for being. A purpose is operationalized
as goals and objectives, which may be multiple, inconsistent, and not always

*Some implicadons ol this proposition are developed in the following paper, “Some Issucs in Manpower
Development Program Planning.’
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explicit. Identifying and specifying purpose and objectives in a clear operational
useful manner is one of the most difficult tasks in organizational life. Gross
(1965) offers a cogent and helpful discussion of the problems which are posed by
lack of a well-developed language of organizational purposefulness, by the need
for confidential and tacit objectives, and by multiplicity and inconsistency among
objectives. Also organizations may have well-defined formal objectives but those
are congruent only partially, if at all, with the objectives of specific managers or
workers (Levinson, 1970).

In addition to purpose, each system has parameters, operating dimensions
which serve to direct or to constrain the options by which a system seeks to fulfill
its purpose. In studying service delivery systems, we focus on such important
parameters as legislative or charter authority, technology or state-of-the-art,
financial resources, skill and time resources, social climate and public opinion
which requires or prohibits logical options, etc. Stated in terms of an operating
agency, the purpose is its reason for being, what it is seeking to achieve, what it is
supposed to get done. Parameters are requirements, limits and constraints on what
it may do or how it may do it. Parameters may be relatively stringent and
permanent (as, for instance, those set by legislation or the state-of-the-art) or they
may have a greater or less persistence in time and be subject to purposive change
(as those set by operating policy and available resources)

Agency purpose is achieved within the bounds of its parameters through
operation of the system processes of the agency. These processes may be more or
less clear, well-defined, understood, and managed. Efforts to manage agency
process result in agency work plans, a division of labor among staff and operating
departments, organization of work groups, design of work procedures, and the
specification of the work steps tc be done to achieve agency purpose. The way in
which work. is organized and steps are specified and the way in which work
actually gets done become the operational expression of the paranieters, which in
turn are the purpose in operation. Thus, in operation the process is reflexive, so
that parameters operationalize and modify purposes; procedures operationalize
and modify parameters; and actual work performance operationalizes and
modifies procedures. A discrepancy between purpose and performance is a signal
for self-study and analysis of system functioning.

THE SAME RESULT MAY COME FROM DIFFERENT GRIGINS

In an open learning system, results are not determined so much by the
initial conditions of the input to the system as by the nature of the process—the
system parameters operationalized in procedures and in work performed. The
same results may spring from different origins, and similar origins may have
different -reeults. Not only may different initial conditions yield the same final
result, but different results may be produced by the same “causes.” In general
systems theory, this is known as the principle of equifinality. It is a principle that
has a ring of reality to workers in the social professions, who often find
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themselves performing personal interaction tasks in the same way in what seem to
be similar situations, with uncomfortably different results. A basic research objec-
tive in much current work is identification and measurement of critical attributes
of input and process and their interrelationship and consequences. If we wish to
understand the determinants of output we cannot look only at initial corditions
but must study the purpose, parameters, and processes of the system. To state the
principle of equifinality in oversimplified terms, the outcome for the agency is
determined more by what workers do than by what the client brings to the
agency.
We are beginning to see some interesting practice and research confirma-
tion of the concer” of equifinality. Jesse Gordon ( 1969), for example, in his very
insightful analysis of MDTA projects for disadvantaged youth, noted that pro-
grams that began with actual work experiences—i.e., a job— seem to succeed
rather consistently, while programs that began with screening, testing, training,
and counseling before actual work experience had a much lower success rate.
Youth who under other conditions had appeared ‘“‘unmotivated”’ seemed to be
“motivated’ when the initial experience was with their own job rather than with
getting ready for a job. The implications of this and similar findings is that
“motivation,” which the social work and other helping professions have tradi-
tionally regarded as being an “‘initial condition” of the client or patient, a service
system “input’’ about which relatively little can be done, is in fact a consequent
of system operation. This may mean that the best ‘“preparation’ or ‘““motivation”’
for getting into the system is immediate involvement in that system. To sum-
marize the concept of equifinality in different words: the operation of a system is
circular, not linear, and process is more important than categories.

A LEARNING SYSTEM MUST MONITOR ITS PERFORMANCE

An open learning system is characterized by information gathering and
feedback. In other words, any open system, whether it is a biological organism, a
self-regulating machine, or a social organization, must collect information about
its environment and about the effects of its performance; i.e., it must sense its
environment and monitor its performance. This information must be fed back
into the control center in order that system behavior may be adjusted so that it
can respond differently to the environment and can process inputs differently,
thus keeping performance on target to achieve goals. Managerial controls must be
based on a review of performance compared to purposes, parameters, and pro-
cedures. The options for change or correction of performance may be modifi-
cation of any one, any combination, or all of these attributes.*

To those who are seriously interested in the information feedback-control
process as it relates to the phenomenon of invention, innovation, and change I

*For a very helpful discussion of one aspect of the necessary information gathering and feedback, see Elkin

(1968). 2 ?
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would commend a boock by Donald Schon (1967). Most of his illustrations are
from the physical sciences and industry, but the principles and processes he
identifies apply equally well to the social sciences and to the invention and
innovation of new solutions to sociai problems. Also useful in seeing the contrast

between the “professional” and the ‘‘systems” approach to innovation is
Sayles (1964).

SUMMARY OF CHARACTERISTICS OF A SYSTEM

To summarize the characteristics of a system before we begin to apply
systems concepts to manpower utilization in operating agencies, a system:

— is comprised of interrelated and interacting parts or components in such
a way that a change in one affects all other parts and the whole.

— is dynamic and changing rather than static.
— is purposive.

— has boundaries which can be identified for purposes of analysis, so that
the system can be differentiated from its environment.

— is characterized by three attributes which determine performance:
purpose, parameters and processes or procedures; so that performance
operationalizes and modifies procedures; procedures operationalize and
modify parameters; and the parameters operationalize and modify pur-
Pose. Thus, the process is circular, and the nature of the prccess is more
important in determining system performance than are the categories of
input.

— is characterized by a sensing apparatus, a feedback of information into
the control center, and an adjustment of system behavior,

GENERAL SYSTEMS CONCEPTS APPLIED TO OPERATING AGENCIES

Applying general systems concepts to operating agencies requires an
examination of the operating environment of the agency and a development of
a logical strategy of procedures operating within agency parameters.

THE AGENCY IN THE COMMUNITY SERVICE SYSTEM

To examine the implications of some of these ideas for utilization of
social welfare manpower, let us begin by identifying our system of concern.*
Suppose we define the system of concern as one particular agency and look at it in

*>or u vy clear and useful discussicn of systems approach to management, as contrasted with a bureau-
cratir ¢+ . -aach, see Young (1966).
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the context of the community in which it operates. We must keep in mind the
complex of social needs and services available in that community for several

reasons becausea:

1. Probably the agency was developed to fulfill a need in the community.
Thus the agency serves as a subsystem of the community service
system, and this affects the number and kinds of options in defining

agency system goals and parameters.

2. Community needs and other available services in the community affect
the inputs our agency system has to deal with; that is, the kinds of
problems and types and numbers of clients that will be coming into the

system.

3. The complex of needs and services available in the community affects
the kind and amount of resources availabie to the agency. Its purpose
reflects a share of the work that must be done, and it must compets
with other service and nonservice systems for a share of a finite total of

available financial and human resources.

DEFINING THE PURPOSE

A first task is to define the purposes of the agency. These purposes should
be formulated as goals or ends to be accomplished. They should not be formu-
lated in terms of means. For example, an agency purpose would not be formu-
lated as ‘“‘giving social services.” To be most effective, the purpose must be stated
in terms of results desired. The means by which these ends are accomplished
grows out of identification of operating parameters and design of procedures.
Since many social services begin—that is, a client enters the system—with a crisis,
we frequently formulate the purpose in terms of problem solving or in supplying’a
need. In doing this we must take care to partialize the problem into those parts
which can be handled within the parameters of the agency and those parts which
are outside. For example, we would not specify casework process when the goal is
to change a structural unemployment situation. Procedures should be limited to
those activities that are service agency purposes and also are within operating
parameters. Further, unless resources are unlimited, or at least exist in abundance
to match need, the operating objective should specify the proportion of the total
purpose that can be served within available resources.

AN EXAMPLE OF OPERATIONALIZING PURPOSE

We take what under the best of conditions are abstract and generalized
purposes and operationalize them; that is, we formulate operating objectives. For
example, we might have a purposc or goal of adoptive placement of infants of all
mothers who request such placement. We would need to begin to operationalize
this purpose by identifying parameters. We will need to estimate how many
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infants and how many prospective approved adoptive homes can be reasonably
expected in a given year. We need to look at the ways in which agency policy and
procedures serve to modify the potential input of infants and parents. For
instance, locating the agency in one part of town rather than another may de-
crease either the input of babies or the input of prospective parents. Rarely can
we locate an agency for optimum accessibility to both prospective parents and for.
mothers and their babies, since they tend to live in different neighborhoods and
use different modes of transportation. Certain intake procedures may cause
mothers or prospective parents to withdraw inappropriately from the situation
and thus affect the agency’s available input. The agency can undertake public
information activities that can increase the input. Clearly, the information and
feedback mechanism in the form of research, statistics, operating and professional
experience, and other information helps identify and modify system parameters.
In any event, we nced to make some estimate of the amount of work to be done
and the possible balance or imbalance in various parts of the system; e.g., infants,
adoptive homes, boarding homes, etc.

SELECTING AN OPERATING STRATEGY

We need to look at what resources are available and at what operating
options are actually open to us. At this point the state-of-the-art becomes an
important issue in identifying system parameters. We must begin to think through
alternative options and allocation of resources based on our estimate of the mag-
nitude of the task, the amount of work to be done, the state-of-th:-art or tech-
nology for doing it, and resources available. We need to think through not only
what must get done but how it should be done and for whkom it is done. Use of a
system approach makes it possible to mainfain the individual-client focus of
clinical decision making and at the same time to achieve some of the efficiency of
a ‘‘stream-of-service” process. It does, however, require us to make our purposes,
parameters, operating constraints, procedures, and performance standards ex-
plicit, logical and effectively interrelated.

ANALYSIS OF OPTIONS OFTEN FORCES CHANGE IN OBJECTIVES

To continue with the example from adoption, suppose we estimate the
number ~f babies needing placement and the number of prospective adoptive
parents requesting babies and see that the number of available babies exceeds the
number of available homes. Several operating options are available to us, depend-
ing upon our policies, our resources, our technology and our performance poten-
tial:

We may elect to recruit more adoptive homes.

We may elect to reduce the number of requests for placement by helping
more mothers to keep their babies.
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We may place the “surplus” babies in foster care.

Each option has different resource and work steps requirements; each has
a different cost/benefit relationship to agency purposes and to i's operating
parameters. Thus, if we elect the solution of recruiting more adoptive homes we
have added to our resources—for this purpose we may wish to regard a prospective
adoptive home as a resource—but to do so will necessitate the investment of other’
resources—money, staff time, and skill—and we must delay accepting babies until
we have recruited homes. This c'elay may force an interim strategy of foster care
to cope with the reality of doing something with the babies.

We must make an estimate of performance capability on the basis of the
state-of-the-art, our human resources, and our ability to specify procedures. In
particular we must ask overseives if we can recruit adoptive parents of adequate
quality and quantity, and do so within the operating parameters of the agency.

If we elect either of the other two solutions—helping mothers keep the
babies or placing them in foster care—we have modified our original purpose of
adoptive placement for all mothers wno request it. Also, different mixes of
money and manpower resource requirements are implied by the two solutions.
The foster care solution will require resources in the form of foster parents, staff
to plan, direct, develop, and supervise foster homes as well money to pay the
expenses of foster care. The solution of helping mothers keep their babies would
undoubtedly require raiher sophisticated workers to help the mothers work out
viable solutions to their personal living problems. The “mothers keep’’ solution
may have to be partialized since, if some mothers are to be able to keep their
babies, help may have to be mobilized from outside agency resources. For
example, if a private child welfare agency elects this solution, it may have to be
formulated in a partialized form such as: “Help only those mothers keep their
babies for whom employment or public welfare is immediately available” or
“Help those mothers keep their babies for whom adoptive homes are not
available.” In the current social scene these partializations can be usually
translated “Help black mothers keep their babies and white mothers relinquish
their babies.’’

Again, the state-of-the-art becomes an issue because we must estimate our
ability to perform the actual work tasks required to achieve the purpose within
identified constraints. For example, if we have only a few highly skilled profes-
sional workers and the actual work of successfully helping :mothers keep their
babies requires sophisticated skill, we cannot elect that solution without some
modification. We may need to limit our activities in helping sqme mothers keep
their babies and increase our efforts in recruiting more adoptive homes. We must
evaluate all options in terms of resources required and consequences to be ex-
pected.
I 'will not try to explore all branches of the decision treec and examine all
alternatives as you will need to do when you analyze your agency’s operation. I
would like to do only enough to gime wnu a feel about how specifying operating
options is related to manpower reguisernents and utilization.
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MIXED STRATEGIES MAY BE REQUIRED

If we elect to place an infant in foster care we must next decide whether
this is a long-range or an intermediate solution; that is, whether this is an end
result or merely a stage in a recycling process. In other words: Do we leave the
baby in foster care mdeﬁmtely, or keep him in foster care only long enough to
help his mother? Do we elect intervention strategies to the purpose of returning
him to his mother? Do we elect to try to expand our resources of adoptive
homes? Or, stated more accurately for systems analysis: When do we leave a
baby in foster care and which baby do we leave there? When and with which
mothers do we attempt what kinds of interventive strategies? Under what
conditions do we undertake which activities to recruit more adoptive homes? In
all instances we must specify tasks which must be performed and the level of
performance necessary to achieve desired end results.

As we investigate and study the options available to us, we must keep in
mind that for many similar initial conditions different system behavior can have
similar results. And different initial conditions can, through the same system
processes, become similar end results. Thus, when any given set of initial
conditions and actions is limited by available resources, we have operating
options. Instead of being doomed by the nature of initial conditio: s to only one
action process, we can strive for different mixes of initial conditions and system
behavior in order to produce the desired results. Given any set of expected inputs,
we must examine our available resources and the current state-of-the-art and then
must specify procedures and make estimates of anticipated performance, so that
we can systematically array the available options and estimate the probability of
success with specific mixes of inputs, resources, and specified procedures.

SYSTEMS APPROACH: MORE WORK AND MORE REWARDS

Even the above sketchy application of some general systems concepts to
agency operation sounds imposing. Actually it is both more and less imposing
than it seems. It is less imposing than it seems because it is the kind of thing a
good intake worker does when she engages in what to the layman would appear
an almost casual and random conversation with the parent and later says ““I am
sure that this father will benefit from the man’s group activities more than fromn
counseling, but a steady satisfying job would dg; more good than either.” Or
“This mother really needs someone to act as a sister or a best friend more than
she needs therapy.” You can cite hundreds of examples in which a worker
coordinates a complex set of initial conditions and alternatives in service options
to arrive at one or more mixes that she predicts will produce the desired resulcs.

The task becomes imposing when we realize that highly skilled persons
tend to be relatively unaware ~.f the minutiae of the process by which they obtain
their results. To attend to the details of performance in order to analyze what is
being done seems to inhibit performance in almost every kind of work. Some rare
individuals can both perform expertly and at the sam~ time iatellectually separate
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themselves from what they are doing in order to analyze their own internal and
external behavior. This is a rare gift, however. For most people the achievement
of a high level of skill requires an internalizatior: of skill into personality and
cognitive functioning so that many critical aspect: of work process are relatively
unconscious. This discontinuity between a self-conscious awareness and adept
performance is clearly seen when a highly skilled actor plays a gole, when a golf
champion plays a game.

Even though the skilled work and skilled analysis can rarely be done by a
single worker, it is possible to team up someonc who is skilled at observation and
analysis with a sophisticated worker in order to identify and specify exactly what
is being done to achieve results, so that it can be taught to less sophisticated
persons. Sometimes it is possible to fragment out only part of the sophisticated
performance and describe it so that less skilled persons can follow and incorporate
skill elements into their own performance. If, however, whenever and wherever
we can analyze work process and can link inputs effectively through specified
procedures to outputs we can achieve better use of manpower.

If we can specify a process—can program it, if you will—rather than
making on-the-spot individual unsophisticated decisions, we will achieve better
equality and greater efficiency in services and, most importantly, we can use scarce
manpower with high skills to design the critical decisions to be implemented by
less skilled workers. Predicting the mix of initial conditions and operations that
can produce the desired results becomes more imposing and more vital as we
examine our operating problems. For one thing, we rarely do the analysis in an
orderly and coraplete manner. Mostly our purposes are implicit, not explicit; we
fail to recognize operating constraints; we have inadequate information; we fail to
specify all procedures; we fail to estimate performance potential; we fail to
monitor our performance and do not feed back information. Rarely do we really .
look at all of the practical alternatives—all of our options. Nor do we
systematically obtain and use information about outcomes. For the most part, we
perform analysis at a low level of self-awareness that makes it very difficult to
teach the process to new workers or, for that matter, to say clearly what we have
in fact done. When we do not have a clear picture of the nature of the process
itself, we are handicapped in trying to combine it with specific input conditions
for a systematic planning of service alternatives.

These concepts are, even in an incomplete and unrefined formulation,
useful for analysis of manpower utilization problems in their present stage of
development. Working with these concepts, “trying them on for size,” looking at
their practical implications from the standpoint of everyday practice and agency
management not only can have value for the individual manager but can help the
field push the “‘state-of-the-art” a little further. In the meantime, not waiting for
research, you can apply them at the operating wisdom level in dealing with your
own manpower problems.

As we approach the agency from a systems point of view, we specify the
goals of the agency, translate these goals into specific operating objectives, and
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then delineate the tasks that must be performed and the level of performance. To
makc this analysis useful, we must array work tasks along dimensions that are
meaningful in terms of the operating objectives. In the beginning, we describe
what is. When we have a good understanding of what is goir.g on, we can begin to
reshape our system znd develop more effective service delivery and manpower
utilization.
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SOME ISSUES IN MANPOWER DEVELOPMENT
PROGRAM PLANNING

Jean Szaloczi Fine

Any agency which invests time and money in ‘evelopment and training of
staff must consider different options within some framework of agency objectives
in such investment. It must consider all objectives served by all manpower
development activities which range in type and unit cost. All formal and informal
education and training activities must be considered, including on-the-job training
and staff seminars whose purpose is education. It must consider all costs of
training including the “cost” of on-the-job learning when the worker is less
productive than the average experienced workcei.* Manpower development
activities must be considered in the light of both the agency’s primary purpose
and secondary goals. '

. The discussion which follows .ssuw - & pervasive need to articulate more
closely the goals of the service delivery system with the development of the
human components through whom the system operates. It is assumed that the
effectiveness of manpower development for service delivery depends not only on
the rationality and reasonableness of allocation of funds and other resources but
also on the development of policy and procedures that promote both effective
delivery of services and efficient functioning of the human components. Also, it is
assumed that few agencies operate at an optimum allocation of resources and
efficient functioning of human components.

PREMISES FOR MANPOWER DEVELOPMENT PROGRAMS

Derived from the above propositions are several premises which have
meaning for planning and operating manpower development programs and which
should be nated specifically.

Agency Services, Support Activities, Personnel, and Manpower Development
Must Be Regarded as a Single System

All activities within an agency are part of a single system, and their total
functioning determines agency performance. Activities as different as intake,

*For a brief, cogent description of some different ways of looking at costs and the different meanings of
costs in decision making see Cooper and Company, The Cost and tput of Graduate Social Work Educa-
tion, Washington: Social and Rehabilitation Service, U.S. Department of ealth, Bducation, and Welfare,
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personnel selection, accounting, files, and research are all subsystems whose
collective effectiveness and efficiency directly affect the work of the agsncy and
the effectiveness of use of resources. Each worker—clerical, service, managerial—
also serves as a component in the system, a subsystem within an organizational
subunit, and therefore as a subsystem to be considered in the operation of that
subunit and the entire agency. The individual effectiveness of each worker
impacts to some extent on the entire agency and all other workers. His
effectiveness, however, is evalusted nor only on his achievement of his personal
goals but on his effective articulacion with other workers to achieve subsystem
and agency goals. The assumption made here is that the goal ‘of policy and
program development in all agencies is to bring about a better coordination o all
subsystems, including workers, to serve common goals.

It should be recognized that, because of their position or because of
personal authority and power, the actions and decisions of some workers and
some managers carry a greater impact on the achievement of agency goals than do
those of oth«r staff in the same agencies.

It is also recognized that in most, if not all, agencies present allocations of
power and authority limit the degree of managerial control over resources and
thus constrain the decision-making options open to management in general and
the manpower development staff in particular. In many agencies a substantizl
proportion of the operating budget is actually spent on education, training, and
other manpower development activities, although the actual amount cannot
readily be extracted from present cost accounting categories. Decisions relating to
budget, services, personnel assignment, and other support activities play a large
decision-role in determining what manpower development action and investment
is nceded and what is actually done. Education and training funds and plans are
subject to much prescriptive decision making. That is, program and operating
decisions are made in a context of other considerations but create specific
demands for skills and consequently for training and education. These operating
decisions are frequently made without much consideration of their impact on
manpower and manpower development asid thus on the entire agency operation.
Often decisions by different operating managers make contradictory demands on
manpower development.

Despite these limitations, however, efficient achievement of agency goals
demands that manpower development programs be planned as a total agency
strategy with a goal of maximizing effectiven=ss of all service delivery rather than
suboptimization of manpower for specific programs or in specific operating units.
An agency-wide strategy is dictated by considerations of an optimum coordina-
tion of service delivery activities, flexibility in using manpower to meet client
service needs, satisfaction of worker needs and worker career mobility. Effective
implementation of an agency-wide strategy should have a long-range benefit in the
identification of core skills required by the agency’s work and the development of
adequate and relevant training and education.
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The Goals of an Agency Manpower Development Program Are Multiple

In addition to the complications for manpower development planning
posed by multiple and disparate subsystem goals and the absence of an opening
for a direct impact on some subsystems, manpower development programs must
adapt to opportunities and constraints on goals and activities that are determined
by the unique human charactcristics of human system components.

The basic purpose of agency manpower development is service delivery.
The ultimate . :iterion for effectiveness of manpower development action and
investment is the efficiency and effectiveness of the service delivery system in
achieving servicc goals anc¢ purpose. However, since system components are
human beings operating as systems and as subsystems in non-agency situations,
career mobility, worker opportunity, and worker satisfaction mst also be
regarded as important goals. Therefore, the basic strategy proposed in this paper is
a “mini-max” strategy: to maximize work r career goals while achieving a
minimum of mismatch between worker skills and work that needs to get done.

It should be noted for the reader who is familiar with concepts in
economics that this frame of reference is u rejection of a rigid “human capital”
concept of manpower and the appropriateness and usefulness of the capital
investment theory as the only analytic frame for the evaluation of manpower
de'elopment. The human-capital, investment-economics framework has proved
singularly resistant to providing viable solutions to problems of program-oriented
manpower development activities. There seem to be several reasons for this lack
of fit. Use of capital and investment theory seems to be based on the assumption
of considerable similarity in he units of a given class, and conventional analysis of
manpower investment treats occupations as a class of outputs. However, when we
see the work performed on a day-to-day basis by two social workers, we see a
striking difference. Social worker “A”’ is helping residents of a slum neighborhood
organize to secure enforcement of the housing code; social worker “B” is helping
the parents of an abused child masier their feelings of anger so their child will be
safe in their care; social worker “C” is supervising a staff of six homemakers; and
social worker “I}*’ is writing a training manual for use in training welfare aides.

Capital theory seems also to be based on assumptions of more or less
long-range durability of the units produced, so that their utility decrcases only
because of wear or technological obsolescence. Use of equipment and facilities, in
general, decreases their usefulness and life expectancy. In contrast, use sharpens
skills: and improves performance and utility. The nature of the worker’s original
training and his use or nonuse of skills are not the only issues to be considered in
maintaining a match between skills and work-to-be-done. When we examine the
kinds of activities which go on in program-oriented training, we see that much of
it is not producing a “whole new worker” but rather is putting the “finishing
touches” on a worker so that he can perform in a specific position. Thesc
finishing touches may have to be repeated when the employer’s program ch anges
or the worker changes jobs. Thus the utility of specific training depends in large
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part on the nature and direction of program changes and the application of new
knowledge.

Substitution of a *“systems human components” concept of manpower for
a traditional economic investment model does promise usefulness for manpower
program design to serve social goals as well as to serve specific program goals.
However, it requires the development and use of new concepts as analytic
frames—concepts which account for the complex interrelationship among
purposes, goals, procedures, and workers. At their present.stage of development
the concepts and related analytic tools do not provide us with as neat and elegant
an analysis as we would like. It is believed, however, that the greater usefulness of
the “systems human components” concept in facilitating improved services and
more effective manpower development will outweigh the problems presented.*

The Criterion of Success Is Match between Skills and Work Requirements

The basic criterion for success of a service-delivery-oriented manpower
program is a continuous and optimum match between particularized skills
available and the particularized requirements of work to be done to achieve
service delivery goals. In the present state of social and rehabilitation services,
maintaining a match between available skills and work requirements must be done
under conditions of rapidly changing technology, frequent changes in programs
and procedures, accelerating career aspiration of workers, emergence of new
occupational types, and a marked shift from a monistic professional-authority
orientation.

Therefore the basic image is one of manpower development rather than
manpower production. A given educational or training experiesnce may achieve an
immediate match between that worker’s skills and the particularized requirements
of a specific job in a specific agency at one point in time. Maintaining this match
as the knowledge base changes and as system requirements change necessitates
ongoing, either intermittent or continuous, skill development. It is recognized
that some—perhaps, on occasions, even much—of the required skill development
occurs rather naturally as a result of adaptation to everyday work requirements
and from the informal, often incidental instruction and example of co-workers
and supervisors. It is posited, however, that efficient achievement of both service
delivery system goals and goals of worker wellbeing under conditions of
change require the inclusion of continued skill development as a purposive formal
activity in manpower development.

*See Neil W. Chamberlain, “Some Second Thoughts on the Concept of Human Capital” in Industrial Rela-
tions Research Association Proceedings, 196/, and ‘‘Some Further Thoughts on the Concepts of Human Ca,
ital,” a paper presented at the North American Conference on Cost-Benefit Analysis of Manpowver Pelicies in
Madison, Wisconsin, May 15, 1969. See also E. Wight Bakke, The Mission of Manpower Policy, Washington:
The Upjohn Institute for 2mployment Research, 1969,
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Changing Technology and Development of New Knowledge Require Continuing
Education and Training

Improvement in service delivery aid increase in effectivencss of services
can occur only if manpower development activities provide a means for efficient
and effective translation of new knowledge into administration and practice.
Innovations and experimentations in agency practice as well as research add a
flood of new kncwledge which can be used to improve agency performance.
Capturing the benefits of research and innovation requires a coordinated and
careful planning of information, communication, and research utilization activi-
ties if personnel skills are not to lag behind knowledge development. Thus, if new
knowledge and technological developments are to be translated into improved
services, they must be regarded as carrying a “training overhead.” This may prove
to be a substantial problem for those agencies whose interaction with the
“knowledge industry” is incidental and fortuitous.

Changes in Service Delivery and New Knowledge Developments Demand
Organizational Adaptations with Implications for Manpower Development

Effective response of the service delivery system to (1) demands for
improved quality and increased quantity of services and (2) a changing knowledge
bace compel organizational and institutional change with resulting implications
for manpower. These changes can be seen in many different aspects of an agency
and its work.

Broadening of the occupational base and the redesign of jobs has created
and is creating new job types. Much current concern is focused on entry-level jobs
requiring less than a high school education. Special problems in both general
education and skill training must be met if these “new career” jobs are not to be
dead-end and frustrating to workers or to result in decreased quality or higher
cost of services. Restructuring of jobs will be required if career pathways are to
lead to more than token occupational or income mobility. Current developments
indicate a trend both to increased personnel specialization on the one hand and
the emergence of new “generalist” roles on the other. Both trends pose education
and training problems if services are to be effectiveiy managed and delivered.

Considerations of efficiency, economy of scale, maintenance of service
quality, and effective use of less well-educated personnel all point to a need to
buttress and coordinate manpower development with the development of
procedures, prescribed work routines, system design, etc. It should be noted that,
although changes in procedures, program, policy, and work routines in the long
run produce operating benefits, in the short run they carry an orientation or
skill-training overhead. Effective system design and program planning will be
frustrated by inadequate planning and investment in the consequent orientation
and skill development. Many potentially effective changes in service system design
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will require workers from different occupations if they are to be implemented
effectively, Sometimes the creation of new occupations or new specialties is
necessary. |

Social and Rehabilitation Agencies Are Primarily Consumers of Education,
Not Producers

From the standpoin: of preparation for work in a field with a complex
and changing knowledge base, the goals of the general educational system and
those of program-oriented education and training are discrepant. The general
educational system aims at extending general application while program-oriented
education focuses on specific relevant skills. The proposed categories of
manpower development activities are based on the needs of_the service delivery
system for particularized skills. v

Agency personnel management and workers’ job options are served by
credentialed learning experiences; that is, learning for which a credential such as a
degree, a diploma, or certificate is given. Credentials serve to create a more or less
reasonable expectation of skill, so that selection, placement, and assignment
decisions are facilitated. Thus, program interests, as well as worker interests, are
best served by credentialed education provided by educational institutions but
designed to be relevant to the skill needs of operating agencies.

It is further assumed that general education is fundamentally the
responsibility of the general public, and support must come primarily from
educational funds. However, agencies are often faced with a problem of present or
prospective employees with general educational preparation that is inadequate
either for specific tasks or as a basis for learning new skills. It is realistic therefore
to recognize a need for an agency training investment in supplemental and
remedial basic adult education as needed to facilitate specialized skill training and
to remove barriers to employment of the disadvantaged - hen such barriers cannot
be removed through the use of other resources and when such employment
forwards agency goals. General educational support for extending functional and
adaptive skills of all levels of personnel is indicated wi - to do so is in the interest
of improving operation of the service delivery system.

It should be noted here that traditional concepts of general or basic
education and specialized skill and vocational preparation need rethinking. The
traditional two-step concept of all general or basic education coming first and
vocational preparation second is not adequate for current needs. In-a world with a
complex technology the thread of basic education seems to run through and
precede specialized skill training at all levels, so that in effect what is specialized
skill at one level becomes basic preparation for more advanced learning.
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SOME SUGGESTED CATEGORIES FOR MANFOWER DEVELOPMENT ACTIVITIES

The above premises suggest the heuristic value of planning and evaluating
manpower development activities and investment around critical system-demand
requirements as the primary dimensions. Different system needs are served by
different types of training and education. Different benefits are achjeved.
Different evaluation strategies are appropriate. Within the system-demand
framework, analysis of manpower development needs in terms (1) of specific
service activities, (2) of occupational types, (3) of specific skills required by
particular service delivery needs, and (4) by structural actributes such as position
in the organization, etc., will be useful in planning and evaluating manpower
development strategy and investment.

The following major categories of manpower development activities and
investment are being suggested: *

Type of Training/Education (Major Educational Goal or Purpose)

1. Orjentation to Agency and Program - information specific to time and
Place, rules, regulations, Operating procedures, organization’s expecta-
tions, etc.

2. Specific Skills and Content Training - short-term specific skill or
content (“part’ of a job).

3. Vocational Preparation - basic preparation for specific job types or
‘occupations. Ranges from basic preparation for entry-level jobs
through preparation for professions.

4. General Education - preparation in functional skill:. adaptive skills, and
generalized content,

System- Determined Occasions Requiring Training/Education Investment

A. Inlife cycle of worker
when he enters employment
when he transfers to a new position

when he is assigned new duties within position (other than general
program changes affecting all workers)

*See Table 1 for some implications of the interaction between occasion for training and the type of training
give:..
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Manpower Development 39

B. In the life cycle of the system
wnen policy, procedures, or program are changed

when new knowledge and technological developments must be
introduced to update skills and raise performance standards

when reinforcement is needed to maintain or restore performance
standards, skills conservation, refresher, practice

Different types of service Programs with different mandates, administra-
tive goals, and policies have divergent interests in the different types of
training/education activities. Public child welfare, vocational rehabilitation, and
public assistance programs, for example, because they are focused on the total
operations cr a given State and local agency, must be concerned about all types of
education/training. Other programs may be focused on target populations, with a
resulting limit on the kinds of training needed. For example, certain manpower
development programs for workers in mental retardation, in juvenile delinquency,
wnd with the aged are concerned with achieving specific short-term education/
training goals for workers who have had basic vocational preparation but not the
specialized knowledge needed to perform work that serves particular target
populations. These specialized programs are, therefore, concerned with questions
of critical import vis-a-vis given populations and are not directly focused on
total system needs for education/training, It is a merger of the different centers of
interest into agency-wide manpower development strategy that promises a payoff
in better service delivery system operations.

A PROPOSAL FOR PLANNING

The present outline of a proposal for a program planning structure for
agency manpower development activities is based on an analysis of the function
of specific types of training and educational activities in the operatior of
service delivery systems. Since this is a hypothetical analysis for illustration only,
no estimates of need or of actual costs are included. It should be noted, however,
for the reader who wishes to attempt an analysis, that in most agencies almost no
data exist to provide a reasonabie basis for estimates of either reed or cost. A
serious effort at manpower development planning forces development of researsch
statistics and management information systems. The design of most current
program planning structures and fragmentation of existing data mske the
coordination of information and development of consistent assumptions as a basis
for forecasting staff requirements and manpower development needs a task of
formidable proportions. If manpower needs are seen as being derived from
service delivery system needs, coordination of assumptions on service-program
dimensions is a precursor necessity. If the logic of the present proposal is
persuasive, staff time should be allocated to work out as reasonable a base of
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acceptablc assumptions as possible with present data. Sufficient staff should be
assigned to study service operations, rescarch, statistics, and management-
information ramifications of the present proposal. If adaptation and implementa-
tion of the present proposal is contemplated, sufficient staff (sufficient in
numbers and skills) must be assigned not only to the planning activity but also to
the research and statistical activity that will be required (1) to provide reasonable
estimates of needs, (2) to study benefits, and (3) to provide a knowledge base for
program refinement.

For the purposes of illustration, the following is a brief hypothetical
analysis of projected costs of vraining programs with a goal of orientation to
agency and program. Assumed is a complement of new workers in a national
netwr.n of agencies based on relatively conservative assumptions of current
prac:.c. ~.:d turnover in public agencics.

i. iEstimated total number of employees at beginning of

vear 1971 170,000
a. Ajsume 35% will be accessions (new hires) during
year.
2. Total number of new workers hired 66,300

b. Assume 5-day formal, group, off-the-job orientation
for each new worker.

3. Total number of days off-the-job orientation 331,500

c. Assume $30 per day off-thc job orientation costs with
travel and per diem and $20 per day without travel.
Assume 2/3 of all orientees receive orientation in city
of residence and 1/3 must travel to other city for
orieniation and thus need travel and per diem.
(Assumed costs per day are based on an informal
report of costs of interagency training for HEW
employees reported by the U.S. Civil Service Commis-
sion. Actual travel and per diem will be higher for
many agencies because greater distances will be
involved.) Assumed average daily salary ratc is $25
per orientee ($5500 annually prorated over 220
working days). Twenty percent indirect costs on
orientees’ salary are allowed, which is $5 per day of
salary. (Actual indirect costs will be higher for many

agencies.)
4. Salary of orientees during off-the-job crientation $8,287,500
5. Indirect (overhead) costs on orientees’ salary 1,657,500
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6. Training costs for the 1/3 of all orientation days given
out of town and requiring per diem and travel $3,315,000

7. Training costs for tlic 2/3 of all orientation days given in

me towrn and therefore not requiring travel and per
aiem 4,420,000

8. Total costs off-the-job orientation $17,680,000

d. Assume that 1/2 of new hires are in job assignmen:s in
which average productivity level is reached after 1
week on-the-job and thercfore that 1/5 of first week
(1 day) may be charged to on-the-job orientation.
Assume that 1/2 of new hires are in job assignments in
which average productivity is 1ca.hed atter 3 months
(60 days) and, th. refore, t° * on the average 1/5 of
the first three monchs (12 , may be charged to
on-the-job orientation. Assume salary and overhead
costs as for off-the-job orientation.

9. 1/2 of new hires (33,150) x 1 day 33,150 days
10. Total number of days chargeable to on-the-job
orientation 430,950 days
11. Salary of new workers chargeable to on-the-job orienta-
tion $10,773,750
12. Overh>ad on orientees’ salary 2,154,750

h. Assume on-the-job supervisors’ salary is $40 per day
(430,950 days). Assume a 20% overhead charge

against supervisors’ salary.

13. Supervisors’ salary chargeable to orientation 17,238,000
14. Supervisors' overheari chargeable to orientation 3,447,600
15. Total cost of on-the-job orientaticn 33,614,100
16. Total investment in orientation of assumed new workers

hired by agencies 51,294,100

The potential for further analyses is immediately obvious. If for example,
half of all new workers hired (32,150) are direct-service workers, the question of
specific vocational preparation for scrvice delivery becomes relevant. For
simplicity of analvsis, let us assume that one-third of all direct-service workers
hired have specific vocational preparation and ex-ept for the orientation
estimated above need no further skill training after entering on duty. Let us then
assume that the remaining two-thirds of direct-service workers (22,100) hired will
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require some specific skill training. Let us further assume that such training will
be purchased from training and educational institutions at a cost of $35 per day
of training. (This is the average cost informally estimated by the U.S. Civil Service
Commission for short-term (less than 120 days) training supplied by non-govern-
ment sources to Federal employees.) Suppose the time required to reach a
minimum level of skill averaged 20 days of intensive training. The training cost
plus trainees’ salary and overhead on trainees’ salary for special skill training of
2/3 direct-service workers cstimated to be hired during the year and requiring
special skill training will amount to $28,730,000.

The above analyses are based on a selection of the most conservative
among fragmencary data from selected agencies and arc included merely to
indicate the kind of infc-mation that must be generated if the present proposal is
to be put on a firm base. It should be emphasized that only a part of costs
reasonably attributable to manpower development has been captured even
hypothetically in this analysis. Flowever, a rough idea can be gathered of the kinds
of analyses that are possible and useful for decision making if data are generated
to permit analysis of some of the issues outlined below.

SOME ISSUES IN MANPOWER DEVELOPMENT PROGRAM PLANNING
AND EVALUATION

If attentior and resources are to be focused on increasing effectiveness of
manpower development activities, knowledge is needed to provide illumination
for several issues that should be considered in choosing between alternatives in
strategy and investments. The following issues have differential meaning and
importance for national agencies and associations and for State and lozal
operating agencies. They are fundamental issues that do impact on all agencies
and need to be resolved at some point in the future if effective and efficient
manpower development is to be achieved.

1. The relative costs/benefits of specialized training vs. general educatio-.
A high degree of specialization seems to result in high eiriciency in
sp.cific work performance accompanied by a fractionization of the
total job or person. Communication, interpersonal, and organizational
problems seem to increase with speciulization and diversification.
Within the context of specialization it is possible to ask how well » job
is being done but very hard to ask if what is being done is what should
be done. Analyses in terms of social and agency system functicning are
needed as well as analysis of impact on workers’ careers.

2. The benefit as well as the cost implications of different relationships
between work and learming. Work and learning can be sequential or
concurrent. Work itself can be learning. The relevance of learning
abstracted from work; the impact of different work/learn patterns on
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“motivation,” the efficiency of group instructions vs. the “reality” of
on-the-job training and experiencc—all are questions that nced to be
explored in terms of specific types of workers and particular kinds of

skills.

3. The cost/benefit ratio of system-design alternatives vs. simply increasing
manpower investment and maintaining a constant systein. For
example, if the goal of a hospital is saving lives, investment in an
intensive care unit almost certainly results in more lives saved than
would the same level of investment in any mix of training for hospizal
manpower without the intensive carc unit.

4. The implication of different service delivery straiegies and service
technologies on skill needs as wéll as on the requirement for different
vocational preparation. Different strategies and diffcrent technologies
may involve different occupational bases.

5. The cost/benefit implications of investment in innovation and develop-
ment of new education and traiving technology vs. investment in
traditional methods. This would include exploration of closea :ircuit
TV, tele-lecture, responsive environments, etc.

6. The relation between specific worker behavior and achievement of
desired service goals. We need to make substantive knowledge advances
in identifying the specific skill requirements of particular tasks, jobs,
agency service delivery system characteristics, etc.

7. The identification and measurement of possible benefits. We must
differentiate benefits to the service delivery system from benefits to
workers and develop appropriate measures for each. Benefits measur-
able in dollar values must be differentiated from benefits measurable

by other scales.

8. Impact of the knowledge ond information gap on effectiveness of
manpower development vlanning, Agencies need to explore the
implications for planning staff time and skills and for research
investment of alter.. itive strategics in manpower development to meet
required changes in service delivery.

SOME SPECIFIC RESEARCH NEEDS

Needless to say, an adequate data base for analysis of the above issues
does not exist at the present time. Present alter~ative choices must be based on
fragmentary evidince. If any of the issues in making a choice among alternatives
are to be studied responsibly, a substantial long-term increase in rescarch and
statistical activities is necessary. Extensive experimental tests of proposed training
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and manpower development models will not be an effective investment without
extensive knowledge building in underlying concepts. Some research problems

are:

1.

J.

Need to develop methods of identifying costs attributable to man-

ower development under different conditions. Total cost must be
differentiated from costs to specific programs and program authorities.
The biggest problem is capturing all relevant costs, direct and indirect.
When the total cost for any kind of training or educatioun is not paid by
specific program funds, the problems of obtaining residual financing
impact on the effectiveness of the specific program investment. In
other words, the need to “pull furids’ must be taken into account in
estimating the potential effectiveness of any partially financed pro-
gram. With present available data all manpower development costs
actually paid by agency funds frequently cannot be captured.
Therefore, analysis is severely limited. For example, if trade-offs
between off-the-job inservice or on-the-job skill training and educa-
tional leave are to be made, support of the trainee (salary stipend, etc.)
must be included as a part of inservice and on-the-job :raining costs. In
many agencies, salary costs of trainee workers are lost in service
program budget items.

Need to develop measures of benefits to :he worker as well as benefits
to the service delivery system of a match or a mismatch between
particularized skill and the work output required by the system. For
example, how much o. present costly high turnover rates is attribut-
able to such a mismatch? How much of present “service failure” is
attributable to such a mismatch?

Need to develop measures of impact of different manpower develop-
ment strategies on agenc organization and structure. Different
manpower development and personnel strategies can be expected to
have differential impact on worker satisfaction and thus on worker
performance and turnover.

Need to identify worker characteristics in sufficient detail that an
estimate of skill requirements can be made with some reliabili: ;.

Need for better data on the effectiveness of particular vocational
preparation in assuring specific skills.

For many agencies an initial attempt to aralyze manpower development
investment along proposed lines encounters several difficulties:

— A pervasive scarcity of relevant data (both rced and cost data) seems

universal.
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— An absence of a coordinated set of expectations for service program
structure handicaps individual managers in estimating manpower need
within their own programs as well as hindering the integration of
estimates for combined agency-wide program.

— The need to coordinate specific decisions on manpower planning
assumptions and estimates with relevant program decision makers
makes it difficult to arrive at an agency-wide plan v-'thin a reasonably
short time.

Usual experience in attempting estimates highlights the need for technical
assistance to program staff to achieve a common basis of assumptions, a
dependable data base, and a coordinated approach for agency-wide manpower
planning,

However, some benefits are usually realized from the planning and
estimating process itself. When it is r:asonably planned and responsibly carried
out, programn staff frequently report that their forced examination of estimated
needs and costs for reasonableness of assumptions, consistency with service
programs, and manpower program expectations have resulted in information and
insights that are immediately useful in decision making. Rough estimates and even
crude data reported in the proposed framework show clearly to both program
and onlanning staff the analytic power of the proposed categorics. Initial agency -
expericnce with manpower development need analysis likewise clearly reveals the
invesement of time and skill that is required to achieve accentable results.

ir the proposed approach and discussion of issues is persuasive, a
reasonable target date for a specific plan and discussion of alternatives based on
existing fragmentary data should be set sufficiently far ahead so that adequate
time can be allocated for the planning staff to assemble all relevant data and
discuss implications and issues with program staff ir order to arrive at a
coordinated set of expectations. Statistical and research nezds will be quickly
identified. Planning for a “hard data” base in the future will require thought
about an adequate operating information systen and systematic linkage with
research outside the agency to take full advantage of new knowledge where re. it
is being developed. Larger agencies may wish to carry out research, and all
agencies may wish to work with lecal universities and research organizations to
promote the kind of research they see as needed.

It is recommended that, if the proposed approach is seen as u deoired goal,
planning staff should scout all relevant data, develop plans in cooperatior with
specific program decision makers, and identify and develcp required research and
statistical systems needed for analysis of needs, costs, and benefits of agency
manpower development activities.
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1.

Summary of “‘Scope of Work” from Request For Proposal Issued by SRS

This is a request for a proposal to perform the work of conceptual
development, based on existing research and thecry, voncerning the impact of
organizational climate, functions, and structure on sccial welfare and
rehabilitation workers and their job performance. The conceptual develop-
ment must lead to a methodologv for data collection through which the

'relationships among organizational tactors, workers, and role functioning of

social welfare and rehabilitation workers may be empiricaily determined. A
limited field investigetion of variables suggested by the conceptual develc -
ment to determine their appropriateness and feasibility of measurement is

included.

- There are various alternative systems or sets of dimensions which may be used

to characterize organizations. Some of the commonly used dimensions are:
centralization/decentralization of decision making; height/breadth ratio;
verticality /horizontality of communications; generalization vs. specialization
of functions; implicit vs. explicit performance standards; goal oriented/process
orieiited; professional/bureaucratic, etc. Needed are sets of dimensions which
characterize social welfare and rehabilitation agencies and which account for
different impacts of organizations on workers and work performancs.

Generic sociological and organiza ,nal analysis indicates that there are
complex relationships between the work to be done by and within an
organization and the structure and climate of the organization. In crder to
pro. ace knowledge which may e useful for affecting changes in the social
welfare and rehabilitation field, concepts in organizational analysis must be
specifically applied to this field, and the relationships which obtain therein
must be specifically measured and identificd. The purpose of the work to be
Jone by the contractor is to identify sets of variables which are likely to yield
meaningful interrelationships in the social and rehabilitation field, such that
the organizational contexts of social welfare and rehabilitation work and their
impacts on workers and worker roles may be adequately characterized. The
adequacy of this characterization will be in terms of the extent to which it
accounts for useful proportions of variance and the extent o which it provides
knowledge which: may be used for the further cevelopment or modification of
jobs; design of work units and subsystems; education, training, and recruit-
ment oi workers; task structuring; and the organization of service delivery
systems. The contractor is to provide = limited field demonstration of the
adequacy of his conceptual scheme from these points of view, and in terms of
the ability of the scheme to be operationalized such that the relevant variables
may be measurc .a a Nutional Study.

/’/ 49 53
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PHASE 1

1. +he contractor shall identify and make an extensive review of literaturc on
research, theory, and practical experience as necessary to identify and
integrate major ideas and findings relevant to the study and as needed to
generate the conceptual framework specified below. This review shall include
but is not limited .o, literature pertaining to social services, health ca.c
education, industrial psychology, organizational theory, and occupationai
sociology. The contractor shall irtegcate the findings and concepts emerging
from the review and shall develop a conceptual framework for studying the
impact of organizational climate and structurc on workers and work
performance in public and private social welfare and rehabilitation agencies.

2. The conceptual framework must consider:

a. The critical dimensions of organizaticnal climate and structure which
" characterize public and private sczial welfare and rehabilitation
agencies.

b. The relationships between organizational variables and variables associated
with mission and work performed by the organization and characteris-
tics of workers in the organization.

c. The relationships between organizational variables and worker vtilization
and mobility; job structure and assignment; design and structure of
subsystem units; orientation of work tasks and organizational goals;
performance standards and evaluations; inter- and intra-organizational
linkage and coordinating m .chanisms; location and operation of
quality control mechanisms; recruitment; job tenure; and career

ladders.

LN

3. The conceptual framework de;reloped:

a. Must specify, orgénizc, and allocate variables in a meaningful way.

b. Must capture the realities of sociul welfare and rehabilitation organizations,
workers, work, work settings, and management.

c. Must lead to specification of dimensions and relationships that are
amenable to empirical study.

d. Must be comprehensive in terms ot accounting fct significant proportions
of variance.

e. Must be productive of knowledge concerning the relationships among
organizational factors, the work to be done by and within the

. organization and the manpower performing that work.

o4
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f. Must be uscful in suggesting manipulable variables which, when intervening
in existing relationships, may come to effect changes ‘n the ficld.
These criteria imply that the contractor will be able to identify
Jesirable methods for measuring the required variables.

g- Must have the capability of generating knowledge which may be used for
further research and have implications for policy recommendations with
respect to recruitment, training and education, work assignments, and
servic. programns.

h. Must defis: a set <f dimensions which meet these criteria - ~d enable
reseachers to sct the parameters for sampling agencies to be included
in the national survey, such that the sample selected will consist of the
smallest number of agencies capable of carturing the range of
positions on the relevant organizational dimensions.

4. The contractor sh:l’ plan and conduct a lirnited field investigation designeu .o
supplement and extend the concepts derived from the review of the literature
and to provide indications of the relevance of the variables he has chosen and
the extent to which the patterns and relationships among his variables can be
identified in various social welfare and rehabilitation settings. The contractor
shall determine the practicality of (a) relevant research for use in the proposed
national survey and (b) more intensive research in the various areas, and shall
identify problems in further research. The determination of practicality shall
take into account the feasibility of measurement of the different variables.
Feasibility is defined here in terms of the ability to construct operational
measures of the variables within a reasonable time and cost framework. The
field inv-~stigation should be conducted concurrently with, and be an integral
part of, the conceptual development work. ._

Based or his knowledge of organizational theory, research methods,
measurement and social wecifare and rehabilitation services and organizations,
the contractor shall specify the number and types of organizations (public and
private. social welfare and rehabilitation s. rvice delivery, policy, and planning
orgarizations) which he thinks will need to be included to fulfill the scope of
work. '

Thus, the contractor should present and justify on the basis of his present
knowledge of existing research, sets of dimensions capable of and iikely to lead
to empirically determined interrelationships. He is co suggest the nature of the
specific variables which will comprise measures of the dimensions presented,
and to indicate a methodology for operationalizing those variables and
conducting the research.
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IMPACT OF FACTORS OF ORGANIZATIONAL CLIMATE AND
STRUCTURE ON 50CIAL WELFARE AND REHABILITATION
WORKERS AND WORK PERFORMANCE

Eugen: Litwak and Jack Rothman®
INTRODUCTION

This proposal is concetned with the relationship of orgunizational
variables to the performance of social welfare and rehabilitation agencies and
practitioners. We will suggest a range of organizational variables to examine and
offer an initial theorstical perspective by means of which to organize and select
variables which may be most significant or powerful in affecting service outcomes.

The proposal covers three phases:

1. Development of the conceptual framework and measuring tools;

2. Technical assistance to Social and Rehabilitation Service (SRS) in
incorporating the results of the firs: stage into the design of the
projected Natios al Study; and

3. Extensive field study to gather data in a cross-section of social welfare
and rehabilitation agencies, utilizing a more refined conceptual
framework evolved in the first phase.

In Phase I of this effort we propose to review the literature systematically
and to engage in some exploratory field work in order to delineate the dimensions
of organizational structure which might be important in aifecting the work of
social welfare and rehabilitz tion workers.

THEORETICAL APFROACHES TO ORGANIZATIONAL ANALYSIS

The initial theoretizal framework we will use includes two general avenues
of investigation which appear fruitful for the analvsis of social welfare and
rehabilitation agencies: (1) internal structure, empha ~  _ «uultimodel concep-
tion of organizational behavior; and (2) linkage th. _ y, concerned with how
organizations deal with units in theirr environments, especially clients and other
agencies. Linkage theory offers a useful cunceptual tool for analyzing service

delivery problems.

*Dr. Litwak, Professor of Social Welfare Research, and D Rothman, Professor of Social Work, School of
Social Work, University of Michigan, are senior staff members of Manpower Science Services, Inc.
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INTERNAL STRUCTURE ANALYSIS

Single Model Approach

There have been two basic approaches to the study of the effects of
organizational structurc on the wcrk situation. The first may be called a “single
i10del” theory of organizational structure. It assumes that therc is one ideal
organizational structure which is optimal for all tasks undertaken by formal
organizaticns. Several such ideal models have been selected, each one implying a
conceptual dimension along which organizations can be arrayed, with the various
positions along the dimensions hypothesized to be related to specific cffects on
the work to be done by the organization.

One of the earliest of such single model theories is that which Weber
called the monocratic madel (Weber, 1947), but also referred to as a rationalistic
or a rules-oriented model. Though investigators have used ditferent languages in
discussing this model and differentially stress various aspects of it, they are all
responding to the szme basic set of dimensions or variables. Following Weber’s
formulations, these dimensions may be described as: (1) appointment and
promotion by merit; (2) delimited specialization of work roles; (3) specified rules
for carrying out organizational functions; (4) hierarchical authority; (5) imper-
sonal relations among organizational members; (6) a priori specification of duties
and tasks; (7) separation of administrative and policy decisions; and (8) require-
ment that personnel be full-time employees of the organization.

These various elements or characteristics were said to provide the most
effective form of organizational structure because they presumably concentrate
the maximum amount of knowledge and resnurces on the tasks which the
organization must perform. Thus the demand for appointment and promotion on
merit functions to assure that the most knowledgeable persons are being hired to
perform the work. The stress on specialization assures that workers have
maximum experience regarding the tasks they perform and thus are able to handle
them most propitiously. The use of rules assures speedy and consistent
coordination between people and task segments so that tlh e right person is at the
right job at the right time. When rules zre insufficient to achieve coordination, the
hicrarchical authority assures that consistent and informed decisions will per-
meat: the entire organization.

The impersonality of staff relations and a priori delimitation of duties and
rights decrease the chances for personnel to substitute their own personal goals
for those of the organization. Thus formal relations limit the ability of
interpersonal likes and dislikes to intrude on task functions. They also limit the
power of the supercrdinate and prevent forcing subordinates to work on his
private projects as the price of getting ahead in the organization.

The separation of policy and administrative decisions permits the rapid
introduction of policy changes without requiring the discharge of all the
organizational members and a new cycle of recruitment and training of new staff.

&
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This model of organizational milieu was pervasive in most kinds of
organizations through the 1940’s. In the world of business it ultimately
mar fested itself in scientific management :nd management by objectives, which
espccially concern themselves with certain components of the monocratic maodel,
e.g., hierarchy, specialization, and span of contr-l. In hospitals and schools there
was concentration on staff-centered, professionalized, rule-oricnted bureaucracies,
while in prisons there was emphasis on custodial regimes.

A series of pioneering studies in the field of business in the 1930’s and
1940’s began to question the efficacy of this model and led to the creation of an
alternative single model formulation. Mayo and his colleagues began to demon-
strate in a series of studies that positive affcct and peer group solidarity were
extremely important dimensions in business productivity (Roethlisberger and
Dickson, 1939; Bendix and Fisher, 1964). Somewhat independently, the work of
Lewin and his co-workers in group dynamics suggested that collegial decisions
might be more productive tha.i hierarchical ones (Coch and French, 1953). Other
studies of the American and German armies during World War II suggested that
peer group decision making and solidarity were important to military effective-
ness (Shils and Janowitz, 1954). Given that an army is the quintessence of the
classical model of a rationalistic, formal bureaucratic structure, these studies were
highly significant and damaging to the model.

During the 1950°’s and 1960’s a series of studies in hospitals and prisons
suggested the validity of a theran-udc patient-centered approach (Hamburg,
1957; Zald, 1965; Street, Perrow, and Vinter, 1966). These studies further
implied a move away from hierarchical structure and intense specialization by
placing more emphasis on positive affect and generalist work roles.

At the same ti.ae, school systems began to show increasing concern for a
pupil-centered approach which included curriculum designs capable of matching
individual children’s needs. Unlike sorae of the other kinds of organizations
mentioned, schools had already gone through a number of transformations in
educational philosophy. While these transformations were not often translated
into organizational terms, they were in fact associated with strucrural changes
(Litwak and Mcyer, 1965). The progressive approach of John Dewey and later
pupil-centered and open-classroom developments demanded collegial, decentral-
iced administrative systems in order to function well, whereas the earlier
standardized subject matter content émphases could be managed through
rationalistic bureaucracies.

The kind of organizational structure implied by these developments is a
more open one. It has been given various names—human relations, therapeutic,
treatment-oriented, goal-oriented, democratic, participatory, and others. Despite
differences in labels, there is a core of structural features which differentiates
these organizations from those described by the older rationalistic model:
(1) general specialist rather than detailed specialist; (2) committee meetings
rather than rules; (3) collegial rather than hierarchical relations; (4) positive
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affect rather than impersonal relations: (5) general specification of dutics and
privileges rather than preciscly defined statements; and (6) merger of policy and
administrative decisions rather than scparation. They also leave open the
possibility of including within their administrative staffs pcople who are not
full-time or professionalized employees, such as patients, students, indigenous
nonprofessionals, ctc. In our previous work in the area of organizational analysis,
we have referred to this kind of structure as a human rclations type of
organization. The point to be made here is tha: this model identifies alternate
poles of dimensions or variables which arc anchored at the other end in the
rationalistic model, thus expanding the list of constructs by which organizations
can be described and analyzed.

Multimodel Approach

The multimodel approach is a morc recent development. The human
relations model blossomed in the mid-1960’s, and the bulk of organizational
theorists still view it as the ideal alternative to the Weber model. However, since
the mid-1960’s a serics of studies has suggested that the human relations model is
not, by itself, adequate to account for the ways in which organizations structure
themselves (Whyte, 1964; Perrow, 1967; Thompson, 1967). Consequently, some
theorists have searched for a new single model of organizational behavior which
will be applicable to all problems with which organizations deal. Others have
branched off and suggested that there may be .nultiple models of organizational
behavior, depending on the kinds of problems with which organizaticns deal, in
effect adding a classification of problems as another set of variables necessary for
describing and analyzing organizational strucvure. These “multiple model”
theorists do not abandon the practitioner to uncertainty and confusion; rather,
they suggest that within their conceptual frameworks there may be a set of rules
for relating organizational variables to specific organizational tasks. Once one
arrives at the position that different organizational tasks demand different kinds
of organizational structur-s, then the classification of tasks and the linkage of
structure with function "»ecome important conceptual and empirical problems.

One group of theorists have proceeded by taking as their major focus the
degree of uncertainty about organizational tasks. They have given this uncertainty
different names, and they have often treated different dimensions of uncertainty.
But their work has an important commonality because of the emphasis on task
cariability or unpredictability (Litwak, 1961; Perrow, 1967; Thompson, 1967;
Lawrence and Lorsch, 1967). In brief. these theorists suggest that the more
uncerzain or unpredictable the task, the more effective are elements of the human
relations model, while the more certain the task, the more effective is a
rationalistic structure for the organization.

These writers also speak of organizations with multiple tasks, each
requiring a somewhat different structure. As a result of investigating ways in
which organizations operate with two or more different substructures based on
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different principles, these theorists have developed a conceptual scheme which
includes a variety of types of organizational structure. However, because these
various types are cvolved from a limited set of underlying concepts, it is possible
for the practitioner to locate his particular structure thirough application of the
underlying dimensions.

Let us illustrate the multimodel approach in another way. This model
would suggest that different modes of influence of compliance are associated with
differcnt tasks and organizational circumstances. No single mode of organizational
control meets all situations. Thus they point out that organizations may gain
compliance by coercion, by instrumental expediency, by utilization of reference
power, or by legitimation (Etzioni, 1965). Different mudes of influence may be
associated with different structures, as well as with different organizational goals.
This formulation differs from those previously cited in that it does not assume
that the dimensions of organization (e.g., hierarchy, merit, rules, impersona.lity,
separation of policy and administration, and specialization) vary together. For
example, though instrumental forms of power are most compatible with
rationaii-tic organizations and use of referent or legitim=-ion power is most
compativle with the human relations structure, there are organizations, such as
custodial institutions, which include unique combinations cfboth (Etzioni, 1965).

From our point of view, it is probably an exaggeration to expect an
organization’s structure to be so closely linked with forms of power. However,
others have pointed out that mode of influence is strongly related to the visibility
of task performance, and, we suggest, to the degree of standardization of the task
(Warren, 1964). The more visible the task, the more subject to monitoring, then
the more the organization can utilize coercive modes of influence. The less visible
the tasks, the more the organization must rely on legitimation, referent power, or
internalized modes of corapliance. These notions supplement the multimodel
theories by suggesting additional dimensions of tasks which may be related to
organizational structure and by refining the multiple ways in which organizations
obtain compliance. Further, it can be shown that the more common-sense
classification of organization types (e.g., democratic, laissez faire, autocratic,
Paternalistic) are essentially variations of the same dimensions discussed in
conncction with the multimodels (Litwak and Meyer, 1965). Finally, the
multimodel approach generates numerous points of contcact between concepts of
task analysis (e.g., time span of discretion, locus of performance of evaluation,
nature of performance standards), which permits an integration of analyses at
several different levels. For example, use of this framework should make it
possible to link studies of organizational characteristics directly with job and task
analyses and with modes of control and influence, through interfacing variables
common to varying levels of analysis.

Bl
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Relevant Variables for Multimodel Analysis

Pugh and his associates (1969) have pursued the multimodel approach to
the point of suggesting seven distinct types of formal organizations ranging from
the highly rigid “full bureaucracy” to the loosely constructed “‘implicitly
structured organizations” (finding, incidentally, only one *“pure” Weberian type
in a sample of 52 organizations). Through what they refer to as a “multivariant
analysis of work organizations,” thesc investigators have distinguished a wide
range of organizational factors which seem to provide a useful screening backdrop
for selecting, variables to be examined in the proposed study. Equaily important,
these variables have been operationalized by Pugh’s group, and measuring devices
for the purposes of quantification and classification have been developed. One set
of variables is considered to be strictly structural by these investigators, with
other sets falling into the categories of contextual, activity, and performance
variables. For purposes of the proposed work, all these variables may be
considered to pertain to organizational climate and structure. A somewhat
modified preseatation of their formulation is as follows:

1. Contextual Variables

a. The origin of the organization and its history; by whom or in what
way the organization was established ar ' the number or types of
struciural changes made in the organizatic  >ver time.

b. Type and intensity of public control over organization.
c. Size of the organization.

d. The charter or goals of the organizatic (i.e., single vs. multiple;
formal vs. operational; task vs. maint nance; direct vs. derived;
custodial vs. therapeutic; short-term vs. .ong-term; goal transforma-
tion, displacement, succession).

e. Technology; degree of automaticity of routine; interdependenre or
integration of task functions; and the specificity of criteria for
performance cevaluations.

f. Location or number of operating sites; geographic centralization vs.
dispersion.

g- Dependence of the organization on other organizations; dependence
upon a parent organization cr other community organizations; type
of interdependence; partial vs. total interdependence.

h. General environment; certain or uncertain; organized or unorgan-
ized; friendly or hostile; clientele features.
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2.

Structural Variabes
a. Structuring of activities

standardization

formalization (reliance on rules)

functional specialization, division of labor

role specialization, job definition and codification

b. Authority structure:

centralization of decision making

span of control

procedures for advancement

number of authority hierarchies in the organization

c. Personnel structure

professionalization, percentage, type and orientation of profes-
sionals

line control of work flow, subordinate ratio, percent of workflow
superordinates, formalization of role performance recording,
mode of supervision;

relative size of supportive component, percentage of clerks, percent-
age of non-workflow personnel, percentage of paraprofessionals,
vertical span or height

d. Informal structure

leadership

inforrnal norms

Activity Variables

a. Idenrification (charter, image)

b. Perpetuation (finance, personnel services)

c. Workflow (production, services, delivery)

d. Control patterns (direction, motivation, communication, evalua-
tion)

e. Homeostasis (fusion, leadership, problem solving, legitimation)

Performiance Variables

a. FEffectiveness ( productivity, Success rate, prestige, reputation)
b. Adaptability - Innovativeness (new services and techniques, reward
system)

c. Morale 8 3
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This listing of variables that are likely to fulfill the requirements of the
multimodels described earlicr poses several problems to the work envisaged in this
proposal. Based on an extensive literature search, it will be necessary to select the
variables most useful and appropriate for the proposed study. Review and
evaluation of the various measurement strategies available for each will be
required, in order to select those variables most useful and measurable within
certain constraints, such as those posed by the state of the art of measurement,
those posed by the impact of the measurement process on the organizations to be
studied and on their work, and those posed by the need for adaptability to a
national survey. Finally, the proposed work must develop tentative hypotheses
concerning interrelationships an:ong the variables.

ANALYSIS OF ORGANIZATIONAL LINKAGE

Associated with the progression from single to multiple models for
organizat.onal analysis has been the development of systematic analyses of the
linkages between organizations and their environments. Some investigators deal
with the environment in generalized ternis such as heterogeneous vs. homogene-
ous (Thompson, 1967), competitive vs. facilitative (Miller, 1968), turbulent vs.
nonturbulent (Terryberry, 1968). Discriminations may be made between an
organization’s relations with other formal organizations and its relations with
primary groups (Litwak and Meyer, 1966; Roszngren and Lifton, 1966).

Such discriminations have clear implications for certain policy questions.
One set of policy considerations has to do with the circumstances under which
one organization should relate to another in order to increase the contributions of
both through cooperation; this has relevance to such programs as the community
action organizations developed by the Office of Economic Gpportunity (OEO)
and Department of Labor programs such as the Work Incentive Program and
Concentrated Employment Program (Piven, 1968; Marris and Rein, 1969).
Another set of policy considerations has to do with how an organization reaches
into comumuuniiies to clients who need their services, as well as how clients affect
agencies to insure that they do the jobs they are supposed to do (Brager and
Purcell, 1967). The development of community mental health centers, outreach
programs, and concepts regarding indigenous workers and participation of the
poor are manifestations of official efforts to develop linkages with communities
and to include clients in service delivery patterns. There is relatively little social
science theory in these latter areas, but there is an accumulating body of
experience and writing which can be used for analytic purposes.

Organization—Community Linkages

Previous work in this area (Litwak and Meyer, 1966; Hollister, 1966;
Thompson, 1967) suggests some leads which we will pursue in the proposed
study. Because we are restricting our analysis to organizational components, we
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shall put our major emphasis on how organizational structures permit or prevent
certain kinds of linkages to the outer community. Such an analysis and
conceptualization should have relevance to such questions as the kinds of
structures which facilitate or inhibit the effectiveness of a detached gang worker
program, the kinds of probation department structures conducive to the
develepment of a stress on community intervention, and manpower service
structures which influence the extent to which manpower agencies attempt to
ferret out and deal with the unique community problems of the hard-to-employ-.

Analysis of the linkages between bureaucratic organizations and com-
munity primary groups centers on mutual nceds for each other’s help in order to
achieve goals in a context of great differences in organizational atmospheres. For
cxample, delinquency control agencies, educational institutions, and mental
health agencies seek and need comi nity resources (clients, neighborhood
gcoups, community leaders, etc.). Nevertheless, it is clear that community groups
stress positive affect and generalized rather than specialized relations (i.e., a
human relations kind of organizational structure) while the bureavcracics of
agencies such as those mentioned stress contractual impersonalized relations and
specialized agencies and functions (i.e., a rules-oriented type of structure). When
the two kinds of organizations become too closely mixed, the result is often
charges of nepotism or favoritism (Kramer, 1969), while too great a distance
between the twe leads to charges of irrelevance, autocracy, and welfare
colonialism. In other words, criteria for evaluating one type of structure are
applied to the different, but linked, organization with negative consequences.

In our work we have evolved what we call a balance theory to
conceptualize events such as these. Balance theory consists of some modifications
and adaptations of communication theory and organizational theory (Litwak and
Meyer, 1966; Litwak et al., 1970). Theoretical speculations and empirical
evidence suggest that there is a range of possible matches or consistencies between
organizational structure and the type of linkage it uses to relate to the community
(Thompson, 1967; Hollister, 1966). We plan to pursue and develop this line of
thinking in the proposcd project.

Linkages between Formal Organizations

Basically, the same set of balance theory hypotheses may be applied to
linkages between formal organizations. However, whereas distance between
organizations is the most relevant factor in the organization-community linkages,
the maintenance ot autonomy of the linked organizations is the crucial feature of
linkages between formal organizations (Clark, 1965; Guetzkow, 1966; Levine and
White, 1961; Litwak and Hylton, 196Z,. Considerations of autonomy influence
the types of linkages which can be developed between formal organizations. Our
multifactor theory of organizational linkages (Litwak and Rothman, 1969)
saggesrs that the effectiveness of various kinds of linkages depends on such factors
as the volume of exchanges between organizations, the number of linked
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organizations, whether they are engaged in competitive or facilitative interdepend-
ence, whether the element to be exchanged between the organizations is highly
standardized or not, and the extent to which the organizations are in symmetrical
or asymmetrical power relations. For purpouses of the proposed study, our
concern will be with how the structure of social welfare and rehabilitation
agencies affects the nature of their linkages with ovher organizations (Litwak and
Meyer, 1965). Our theory suggests some hypotheses concerning the effectiveness
of various levels of linkages and the sources of limitations on the types of linkages
which organizations can use with each other. To offer an example, to be discussed
further later, it would be our view that the type of interdependence affects the
optimal ‘linking procedure between organizations: in competitive interdepend-
ence, adjudicative procedures are indicated; in facilitative interdependence,
communication procedures would be preferred.

RELATIONS BETWEEN INTERNAL STRUCTURE AND ORGANIZATIONAL LINKAGES

Pursuit of the analyses suggested by the frameworks described above
should enable us to throw some light on the confict between the bureaucracy and
the professional, a conflict which many writers regard as inevitable (Scott and
Blau, 1962). Our theoretical framework suggests that this problem can be broken
down into two parts: (1) the utilization of a rationalistic bureaucracy when a
human relations organizational model is cailed for; and (2) the operation of
linkages between two organizations—i.e., social welfare and rehabilitation agency
bureaucracies and professional associations--having separate but interdependent
goals. :

ILLUSTRATIVE APPLICATIONE OF CONCEPTUAL FRAMEWORK TO SOCIAL AND
REHABILITATION ORGANIZATIONS

Dlustrative Multimodel Anaiyses

The dimensions of organization described above can be used to classify
and describe most formal organizations. For example, Miller (1968) describes a
seties of organizations in a large city which were temporarily allied to deal with
problems of delinquency. According to this account, the social work agency
which was specially set up to deal with hard-core delinquents comes very close to
fulfilling the requirements for classification as a human relations organization.
fle points out that it had a small staff which was completely devoted to the task
(i-e., missionary zeal). This is another way of describing the concept of
internalized organization policy. The agency he describes had as its primary task
the treatment of hard-core delinquents through group therapy. We would classify
this task as relatively nonstandardized, compared to the county youth board in
the same community and the recreational department, whose jobs can be defined
in standardized ways. The county youth board defined its job in terms of loose
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supervision to insure that the law was not publicly violated; the recreation
department defined its job as providing relatively standardized facilities and
housekeeping functions. In contrast to the small social work agency, the
personnel of the youth board and the recreation department were governed mors
by rules and regulations than by individual discretion. Workers in these two
agencies had not internalized the values of their organizations but rather viewed
their jobs as opportunitiez for personal advancement. They had a much more
specified hierarchical system and less use for collegial mectings.

Thus we have a series of agencies ostensibly similar in rhat they were
involved in problems of adolescence and delinquency. However, they defined their
tasks differently, as far as degrees of uncertainty are concerned. The social work
agency used a definit.on of greatest uncertainty (i.e., the complexity of group
therapy); the probation officers and recreation department defined their tasks
with most certainty (i.e., reporting public violations of probation and maintaining
staindardized recreational facilities). As expected from the theory described
earlier, they thus vary in structure from an extreme form of human relations type
to a very rationalistic merit organization.

If we examine the public welfare crganizations, we can again clascify their
tasks in terms of the degree of uncertainty. The most certain task iz the
distribution of funds in the income maintenance programs. Next in line is the
establishment of eligibility for these funds. Next in degree of uncertainty is the
task of providing welfare recipients with relatively standardized information
about services available to them when soms common needs arise (e.g., medical or
dental care, employment, and housing). Siill less certain is the supportive
treatment, therapeutic casework, and psychotherapy. According to our theory,
the rationalistic structure would be most effective for handling the standardized
tasks. Thus the distribution of funds can be handled according to explicit rules,
by people and machines with highly specialized skills, ir an atmosphere of
impersonality, with great separation between policy and administration, and with
great ability to specify duties and privileges. The Social Security Administration
exemplifies this approach in many ways. All this would be even more obvious if
sublic welfare moves in the direction of a negative income tax or family
allowance.

By contrast, the provision of psychotherapy requires a far different kind
of job activity. Here there is a demand for internalization of policy, activities
cannot be specified ahead of time, and therefore there can be no highly specified
rules detailing all aspects of the job. Professionals must be free to talk to
colleagues and clients in :n atmosphere of positive trust to handie problems in
such uncertain situations, and they must be given much discretion rather than
having decisions handed down by a hierarchy. In other words, the job pressures
in therapy are very different from those in income maintenance.

This illustration raises one of the key problems which some r.ultimodel
thecrists highlight: How does an organization survive when it must deal with two
tasks requiring different adminisirative styles? Typical welfere departments
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survive by isolating or departmentalizing vhe two kinds of tasks, so that diffcrent
people handle the different tasks. The isolation not only involves physical
separation but also role differentiation (e.g., different job statuses) and often time
separation as well. Similarly, unemployment compensation staffs have recently
been physically separated from vocational counseling and job placement staffs in
employment service offices. The theoretical explication and classification of these
mechanisms of isolation and the methods by which communication is maintained
within the organization will be key problems to which the proposed project will
address itself.

To illustrate this point further and at the same time make clear that the
solution of departmentalization is limited, let us look at the educational system.
As stated above, Litwak and Meyer (1965) have pointed out that two opposing
philosophies of education imply different degreces of uncertainty about the
educational tasks as well as different administrative styles. The *‘drill”” (sometimes
called the Three R’s) approach assumes that the transfer of knowledge is a very
standardized event (i.e., repeat information often enough and have a rigorous
testing proccdure). By contrast, in the pupil-centered approach, the educational
task is highly unique to each pupil and therefore, in terms of our analysis, highly
uncertain. The first approach calls for a rationalistic structure, while the sccond
approach is more consistent with a human relations structure. Thus the school in
the first instance can detail ahead of time the lesson plans, what the teacher is to
cover, the kinds of teaching material which shall be used, the hours the teacher
will be in the school, etc. All of this can be laid down frorn a hierarzhical level,
and there is a minimum need of positive affective interac.ion between teachers,
whe are encouraged tc become specialists within their fields. By contrast, in the
pupil-centered approach there are no fixed curriculum or teaching materials which
can be laid out uahcad of time or from above. Rather, each tecacher must have the
discretion te pick her materials in consultation with the pupils. Projects may be
extended into the community, and the hours of schooling arc not so firmly fixed.
Teachers are encouraged to engage in positive affective relations with both
colleagues and students.

A combination of these two extremes is contained in the position that,
although the task of motivating students to learn requires almost artistic creativity
and in this sense has much uncertainty, there are a whole series of jobs which are
certain and can be clearly programmed: keeping grade and attendance records,
insuring that proper teaching materials are at hand, keeping the rooms clean, etc.
Furthermore, both the uncertain tasks of motivation and the certain tasks of
keeping track of students’ academic progress and attendance are crucial to the
system. As in the welfare and employment service illustrations, this situation
requires one organization to perform two different tasks which have somewhat
contradictory elements. However, unlike the earlier examples, this particular
structure cannot readily isolate the tasks by departments and by people. The
teacher typically performs both kinds of tasks. If there is a need for a mechanism
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of isolation, it must be some form of internalized role segregation. Thus the
teacher must rccognize that there are two roles with contradictory demands
which she is being asked to perform. The potential friction between these roles
can be minimized and even climinated if the teacher realizes that the two roles
rclate to different tasks. However, if she has not properly internalized the roles as
well as the legitimation for their separation, there will be considerable confusion
on her part or the assignment of priority to one sct of the organizational goals
over the other (e.g., keep good records at the expense of good tcaching, or stress
good teaching at the expense of keeping good records). The study of these
mecha+isms of isolation, how they operate in various organizations, and their
consequences for workers and their job performance is ore of the chief concerns
of this project.

If one turns 5 the field of closed institutions and correctional
institutions, one finds very similar problems. Zald (1 965), for instance, points out
that correctional institutions may stress cither custodial goals or treatment goals.
According to our analytic framework, custodial goals permit much more certainty
than treatment goals. Custody involves the assurance that inmates do not escape
from the institution; this can be accomplished by creating maximum security
institutions and ke. oing the inmates in cells 2s much of the day as possible. It is a
relatively straightforward solution as compared with treatment goals. In the latter
case there is rnuch more uncertainty and art. Zald demonstrates that the more the

institut’  afi. o g goals as custody, the more likely its structure is to resemble
wh led a rationalistic organization. There is a sharper hierarchical
st A ¢ more detailed rules, re! ~nships among staff and between
st.. :ates are much more impersonal, rights and duties can be more clearly

defined, and thc staff do not have to internalize policy. By contrast, when
treatment goals are stressed, just the opposite relation occurs. Authority is spread
throughout the institutions, it is more difficult to design rules which can detail
the job requirements, there is much greater need for the staff to internalize the
values of the organization, and there is a much greater stress on positive affect
among staff members and between staff and clients.

Zald also describes the si uations in which the correctional institution
stressed both custody and treatment goals. He points out the tendency for
bifurcation of staff in such institutions. However, lacking our multimodel theory,
Zald could not deal with the mechanisms of isolation and the problem of two
different systems which must be simultaneously maintained. Perrow (1967),
dealing with these same data, suggests in retrospect that he would have analyzed
them differently in order to take account of this problem.

This analysis of correctional institutions has an exact parallel in prisons
which aiso deal with custodial and rehabilitation goals. For an excellent
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and thus missed a solution to the organizational problem through two different
administrative structures which would have to be in communication while being
kept in isolation from each other. However, the reader who examines the
description of what took place when a prison sought to mcve from a rationalistic
structure with emphasis on custodial tasks to a human relations structure with
emphasis on rchabilitation tasks can easily understand the consequent problems.
The human relations structure was ineffective for custodial ‘goals. What the
“reformers” should have recognized was the need to maintain both goals and the
consequent structural dernands.

Another area in which the problems of organizational structure and
certaint} of tasks become central is that of mental health. The problem arose first
in hospitais where the concept of a therapeutic milieu was used to describe both
the structure of the organization and its goals. Hamburg (1957) has one of the
best descriptions of what happens when one conceives of therapy as involving
uncertainty and therefore attempts to change the structure of the mental health
ward from a rationalistic one to a human relations one. He points out that the
ward psychiatrist moves toward giving greater decision-making freedom to the
ward attendants, nurses, janitors, and patients. Furthermore, there is a systematic
attempt to internalize the policy of the therapeutic process among all staff
members including nurses, attendants, janitors, etc. There is a stress on positive
affect among staff, there is less detailed specification of jobs in terms of rules, and
in general there is less specialization as each person devotes some time to the
therapeutic process. Hamburg argues that this shift in administrative structure
(i , from a rationalistic to a human relations basis) produces better therapeutic
results (e.g., patients are released more quickly, there is less violence among the
patients, staff turnover is reduced). We would argue that insofar as Hamburg is
talking about a ward which is part of a larger hospital, it must also deal with the
other tasks the hospital faces which are defined as having more certainty; e.g.,
billing, records of the patients’ progress and status, feeding of patients, visiting
hours, etc. A close look at some of these areas would indicate that in fact the
hospital described by Hamburg had multiple tasks and that the purely human
relations structure which Hamburg rightly stresses is not an adequate picture of
the structure of the hospital.

One of the earliest approaches to a multimode! analysis of closed mental
health institutions was provided by Henry (1957). His descriptions of various
closed institutions and their treatment of the mentally ill runs the full range of
organizational types. Thus his description of the very small private treatment
home for disturbed children places it very close to a true human relations
' structure, with great emphasis on treatment procedures derived from psychothera-
peutic principles and involving much uncertainty. The staff emphasizes positive
affective relations; there are few if any rules for defining tasks; heavy reliance is
placed on internalized values and diffused tasks. In contrast to such settings, his
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descriptions of large state hospitals for the mentally ill suggest that they are
rationalistic structures which either have largely custodial goals or define the
treatment process as one involving far more certainty than does psychotherapy
(e.g., electroshock and drug treatments which can be routinely administered).

We shall conclude our illustrations with some discussion of new programs
introduced by various areas of OEO and the Labor Departir.ent, during the recent
decade. Ferman (1968) describes new employment agencies which are set up to
find jobs and develop training programs for the hard-to-employ. He contrasts
these new agencies with the traditional State employment agencies. From his
descripiion it is clear that the traditional employment service agencies define their
jobs in routine terms. They have more or less standardized processes of listing
available jobs and similar standardized qualifications for such jobs, such as
education, prior job experience, and health. By contrast, the newer agencies have
a much looser and uncertain definition of qualificaticns. They try to look at work
motivation; they seek to determine the family conditions which produce or
reduce such motivation; they attempt to determine the client’s psychological state
and how it must be altered to produce work motivation, etc. Characteristic of this
kind of eligibility assessment is the extreme complexity and uncertainty involved.
Precise and objective criteria are avoided. They define job procurement in a less
standardized way. Instead of waiting for the employers to come to them, they
actively go out and seek jobs. In addition, they do not accept the employer’s
definition of the job and its recruitment but try to persuade him to tailor the job
to the needs of the client. They may ask employers to modify their attendance
requirements, so thzt the new employec will not be fired if he does not come to
work regularly, at least during an initial period of adjustment to the job.

This concept of job development involves much more rtainty than
the traditional employment agency, which accepts - ‘efinition of
the conditions. These new OEO and Labor Departmec... - vgrams thus require a
human relations structure, while the regular employment agencies can operate
with a more rationalistic structure. When both are put in the same organization
without mechanisms of isolation to keep them apart, then one or the other goal
will suffer, as is clear from the experience of Concentrated Employment Programs
which attempt to wed employment service agencies with community a:tion
agencies. Historically, it has been the goal of finding jobs for the hard-to-employ
which has suffered. Although finding jobs for such people has always been within
the mandate of the traditional employment agencies, they have never given
emphasis to it. This lack of emphasis in part occurs because the task performances

one. Not recognizing the need for multiple structures, agency personnel choose
one (the rationalistic) over the other (human relations) and as a consequence
make it impossible to fulfill those tasks which involve high uncertainty.
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These speculations are provided for illustrative purposes. The reader
should understand that part of the point of -he proposed research is to see if this
conceptual model can lead to productive erapirical measures which would allow
one to investigate meaningful relations between dimensions of organizational
structure and the way in which work is done by social welfare and .chabilitation
agencies.

Hlustrative Linkage Theory Analyses

In a similar fashion one can illustrate the problems of linkages between
the organization and its environment. Although the full development of this
theme is not quite central to the point of the propesed project and would require
a project in its own right, we will provide some pertinent illustrations ai. 1 refer
the reader to previous work by the invastigators for much more illustrative
material (Litwak and Rcthman < 969; R. Warren, 1967; Levine and White,
1261; Mott, 1968). :

One of the important probiems of linkages involves the ways in which
formal organizations rclate to ea~! other. This problem has been most clearly
illustrated in the field of welfarc by the series of government and foundation
attempts to produc: more explicit coordination between welfare agencies within
cities. In general. the move has t :en toward a formal overall coordinating agency
(e.g., Commurity Action Progrzmns. Model Cities programs, earlier delinquency
programs) cuch as described by Murris and Rein (1969), and Kramer (1969).

One of the central questions which has arisen as a result of these attempts
at more formal coordination is exactly how much explicit authority such
coordinating agencies command. For irstance, Marris and Rein seem to feel that
one formal coordinating agency for handling the ‘nultitudinous problems results
in too much inflexibility. They also poin out that establishment of formal
coordinating structures is unrealistic because coordinating agencies do not have
the financial or legal power to enforce their will. Mott, in his description of a New
York Healtn Council (1968}, goes further in suggesting that, even where such
authority exists, the single autonomous coordinating agency tends to be
inflexible. Both authors suggest that a more deceatralized p-ocedure would be
more effective, given the circumstances of the multiplicity of tasks and power
bases. Marris and Rein go further than Mott in suggesting models of coordination
which involve much more ad hoc, incremental kinds of planning. In other words,
one of the key practical questions which face people in welfare planning is how
formal the linkages with other organizations should be, how much autonomy
should be given to the linking structure, and how much should be retained by the
member organizations.

We would in addition suggest several other dimensions of linkages to be
considered. Ferman (1968), in speaking about the relationship between tradi-
tional employment agencies and the newer ones established to deal with
hard-to-employ people, and Miller (1968), in his analysis of the relationships
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between social work agencies and county youth boards dealing with delinquen:s,
point out th:t the structural differences between the organizations frequently
lead to friction between pPersonnel who serve as linkage agents between them.
These linkage agents have radically different definitions of work which tend to be

organizations. As a result, it is often assumed that further information would iron
out any differences. However, as Miller and Riessman (1968), Kramer (196 9) and
Miller (1968) suggest, there may be some basic conflicts between segments of the
community. Thus it is not clear that the demands of the poor for a greater voice
in the running of the OEO programs are consistent with the nceds of the
professionals, the middle class, or the politicians. Miller points out that the secular
approach of the social work delinquency agency was not at all consistent with the
demands of the church groups that all treatment take place within a religious
moral context. Nevertheless, the social work agency and the religious organization
were tied into a commion coordinating network.

Our balance theory suggests that one of the key things to look for in the
linkages is whether or not there were modes for adjudicating disputes. Thus in
situations where agencies involved in competitive interdependence are also
coordinating with each other, they need adjudicating devices or they tend quickly

facilitative interdependence, we would hypothesize that there is no need for
adjudicatory devices in the linkages. The traditional stress on communication
would be sufficiently effective. In any case, these preliminary analyses suggest the
need to classify linkages on the basis of their adjudicatory devices.

The problems of linkages between formal organizations and community
primary groups are somewhat different from those of linkages hetween formal
orgznizations. One of the major bases for this difference is the extent to which
their structures are antithethical to each other. Thus, as Litwak and Meyer
(1966) point out, there are two kinds of dangers involved in this kind of linkage.
One danger is that the bureaucracy and the community are so far apart that
neither can achieve its goals. It was this kind of consideration which led some
social workers to move toward an aggressive casework technique. It also led to the
detached gang worker program as social workers realized that they could not deal
with the problem of delinquency until they were able to get closer to the gang
which played such a key role in the maintenance of delinquency. This movement
also caused some of the schools (e.g:» the Detroit public schools in the late 1950’s
and early 1960's) to introduce community agents and a ‘lighted”” school (i.e., a
school building kept open for community use after school hours) in order to bring
the school and community closer together. In part, the legislative mandate that
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the OEO programs have local community participants was an effort to insure that
the distance between bureaucracies and people would not be too great; as a
conscquence, the programs of the bureaucracies were cxpected to have a greater
chance of meeting their stated goals.

Similarly, the development of community mental health programs has as
one of its components the need to decentralize the treatment of the mentally ill
and bring services closer to the people who most nced services, especially the very
poor. Thus some community health programs have sought to develop ‘‘store-
front” services in ghetto areas. Finally, the demands of community groups for a
greater say in the bureaucracies, such as the demand for decentralized schools,
civilian review boards for the police, greater participation of local groups in OEO
programs (see Kramer, 1969), are all efforts on the part of the community to
close the distance between it and bureaucratic organizations, despite the
disparities between community structure and formal agency stiucture.

These illustrations have suggested only one issue in the linkage problem
between burecaucracies an¢ ommurity groups. Another problem is that of
community groups that ai .00 close to bureaucratic organizations. Family,
friendship, and neighborhood groups are not run on the basis of merit. Love,
unlimited commitment, and noninstrumental relations, which are essential to
family relations, become destructive when introduced into formal organizations,
where they are described as favoritism, nepotism, and corruption. Balance theory
suggests that too much closeness between formal organizations and primary
groups will lead to the destruction of both, because their structures are
incompatible. On the other hand, if they are kept too far apart from each other,
they will not serve each other’s needs. Thus our theoretical structure suggesr- that
they must meet at some middle point.

Up to very reccently, the problem has been ... - <itar  .ad social service
bureaucracies have been too distant from community primary groups. However,
as society has beguu to correct this defect, we can see some of the problems of
too much closeness beginning to emerge. Kramer illustrates the problem of too
much closcness by pointing out that, in various settings, community action
agencies have to deal with charges of nepotism, favoritism, and corruption
because primary group standards are applied to professional situations. He also
illustrates the problems of too much distance when he points out that officials of
organizations do not sufficiently have the needs of local communities in mind.

From this analysis we suggest that a key problem in studying linkages
between bureaucratic organizations and primary groups is the analysis of the
properties of linkages which permit primary groups and bureaucracies to increase
or decrease social distance. As has been indicated elsewhere, this involves
questions such as how the initiator of an action avoids problems of selective
perception (see Litwak and Meyer, 1966).
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THE PROPOSED WORK - PHASE 1

The preceding pages describe a broad theoretical structurc and some
illustrative examples of its application to organizations in the social welfare and
rehabilitation ficids. The theory is one which identiiies what appear to be
significant dimensions of organizational structure—significant in their relation.
ships to the work done by such organizations, to job roles in the organizations,
and to ways in which workers are affected by (and in turn influence)
organizational structure, effectiveness, and job performance.

This conceptual system will serve as a useful guide to the identification of
relevant and measurable variables. The main body of this proposal (Phase I) is
concerned with a review of the existing research literature in order to develop a
more refined statement of those variables and methods for their measurement.
The literature review will be Zllowed by ar: exploratory field investigation, a
more formalized and extensive empirical study, and an input to the national
survey projected by the Social and Rehabilitation Service (SRS). Thus there will
be important consequences to flow from the selection of variables which is
ultimately made as a result of the literature review. However, there is a danger in a
literature review which is too tightly tied to a particular conceptual scheme; the
danger lies in the possibility that selective perception will lead the investigators to
omit or fail to notice promn:ising variables which do not fit the theory. Given the
importancec of the consequences, this danger cannot he jonc -d. Thercfore, we
plan to use a systematic method for lite- are rer agned prevens a
biasec sampling 7 ' ion, the system for reviewing the literature will be
described. i hen the issues in selecting variables for measurement will be discussed,
and an »utiine of a sampling procedure for the exploratory fielc :vestigation
aresented. Taker together, these topics define our work plan for = ::¢ I of the
“roposec project.

SYSTEMATIC REVIEW OF THE LITERATURE

Over the last two years, one of the principal investigators :as been
-2volved in a literature search which vsll provide the basic framewaork for the
lizerature review to be undertaken in this study. Concomitant with the kaowledge
explosion which has erupted in the social sciences and other fields, the retrieval of
pertinent literature has become a problem of major prc_ortions. We will suggest
here a procedure which we believe provides a systematic and efficient way of
proceeding in keeping with the objectives of the sponsor.

A group of 25 journals will be selected for inclusion in the study. This
graup of journals will be those which: (a) are recognized in the field;(b) include
some reasomable proportion of articles in organizational analysis; (c) sxclude some
that take a social science orientation and others which take a professional
crncatation in dealing with organizational matters; (d) cover a range oF disciplines
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(sociology, social psychology, political science, applied anthropology) and a range
of professions (social work, community mental health, public health, public
administration, city planning, and adult education).

Applying these criteria, the following periodicals will be included in the
review.

Social Science Journals “Professional” Journals
Administrative Science Quarserly Adult Education
American Anthropologist Adult Leadership
American Journal of Sociology American Journal of Orthopsychiatry
American Political Science Review Community Mental Health
American Sociological Review Journal of the American Institute
Human Organization of Planners
Journal of Conflict Resolution Journal of Health and Social Behavior
Jourizal of Human Relations Public Administration Quarteriy
Journal of Politics Social Wo.k
Journal of Social Issues Social Service Review
Midwest Journal of Politics Urban Affairs Quarterly

Rural Sociology
Social Forces
Social Probles:is
Trans-Action

Each of th: journals in this pool has alreacy been reviewed in detail
chronologically for the years 1964-1970; for purposes of this project, those
articles will be selected from the pool which deal wich organizational problems.
The emphasis will be on empirical research studies in order to provide a stronger
basis for hypothesis building and also because such materials will be most useful
in solving problems of measurement. A thorough abstract of each study is
prepared, indicating (a) the major hypothesis or area of investigation; (b) method-
ology; (c) limitations; (d) major findings; (e) implications for social welfare and
rehabilitation practice and service delivery.

As stated, a2 large portion of this process has already been completed. For
the purpose of this investigation, the literature review will be updated and
completed and report forms will be analyzed vsith reference to the objectives of
this project. The procedure in this literature retrieval process is to collate the
report forms along relevant dimensions, and then to abstract sets of propositions
which are outlined and their empirical bases summarized in a format specifically
developed for achieving such syntheses.

Through the use of this system and the work already carried out through
its application, the search and abstracting process for this project can be
foreshortened while the analysis, codification, and synthesis of the literature is
optimized without the danger of a theoretically biased selection of sources.
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SELECTION OF VARIABLES FOR MEASUREMENT

There are several problems of measurement in studying organizations. One
of the key problems is that of measuring organizational effectiveness. Sorme have
sought a universal definition of effectiveness, such as the survival of the
organization itself. This is not our orientation.

Problems of effectiveness have often proven muddy ones to handle
because organizations ofien have multiple goals which are not necessarily
consistent and have no simple way of ordering them. Thus prisons have both
custodial goals and treatment goais and the means for achieving one tend to
disrupt achievement of the other (Cressey, 1964). How is one to measure
effectiveness without being able to assign some priority to one or the other goal?
It is often difficult to know what the priority of the policy maker or the public is.
In addition, it is often difficult to state what the goals of an organization might
be. The goal of a liberal arts education is often stated as developing a civilized
man or enabling people rationally to handle problems during their lifetimes. The
goal of psychotherapy is to provide mental health, but it is difficult to say
precisely what mental health might be. When one secks to define any of these
more global terms in some specific fashion, he is immediately attacked as
providing the wrong definition. For example, showing that people who graduate
from one college have a better grasp of physics or math would not prove anything
about effectiveness to those who claim that education is something more than.
immediate memory of facts in a given field.

For our exploratory purposes, we think the approach <o the relationship
between organ. -tional structure and effectiveness might be solved through a
sampling technique. Thus one might take extreme cases of organizations rated by
knowledgeable experts as clearly effective and ineffective on the basis of several
commonly used criteria and compare their organizational structures. This lays one
open to the charge that the middie of the continuum might be something other
than a simple projection between two extremes. Nevertheless, we think this a
good opening strategy. In this regard the sampling procedure and technique used
by Lawrence and Lorsch (1967) in establishing the effectiveness of companies
within a given industry is instructive. They utilized tiree criteria—rute of growth,
absolute profits, and subjective estimates of people within the field. They pooled
organizations for which all three critetia were in agreement, and from that pool
selected the ones most effeczive and least effective. it is clear that these criteria do
not necessarily correlate. When they do not, the investigator would have to find
some rationale for assigning one greater priority than the other. However, insofar
as the investigator can avoid the problem f{or the exploratory phase, he might have
a meaningful measure of effectiveness which would provide him with a good
discriminator for organizational variables. For our purposes we might use the
Pugh performance criteria—effectiveness, innovativeness, and morale (Pugh et al.,
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Similarly one could define situations in which organizations deal with
standardized (certain) and nonstandardized (uncertain) tasks. Thus the Lawrence
and Lorsch comparison of plastics companies with bottling companies permitted
them to compare companies with 20 new products a year with those having the
same product for 20 years. There is a certain face validity to the position that the
bottling plant had a more standardized task to deal with than the plastics
industry. It would also be possible for us to use the Perrow {1967) paradigm for
selecting different types of organizations which reflect varying degrees of
uncertainty.

One of the major problems of measurement has to do with the
measurement of the internal dimensions of an organization. Thus comnsiderable
time and effort have been put into measuring hierarchy, rules, specialization,
impersonality, separation of administrative and policy decisions, delimitation of
duties and privileges, and merit. There have bezen several pitfalls in these
measurement efforts. First, investigators have used individuals’ appraisals of their
own influence, and it is not clear how valid such estimates are. Secondly, the
question of whether to use absolute measures or relative measures has not yet
Leen resolved by scholars in the field. Should one count ihe absolute number of
rules used in various areas of an organization’s endeavor for comparison purposes?
Or should one compare the relative armount of behavior which is governed by rules
and not by rules? In general, our preterence is to use combinations of subjective
and objective measures of organizational structure wherever possible. For
instance, it is probably a mistake to count the levels of administration as a
measure of the steepness of hierarchy of authority. Even a human relations
structure which uses committees rather than rules toc govern behavior will have to
have several different levels of authority on paper to describe the roles of the
people who convene the committee meetings and are required to report the
results. This phenomenon accounts for the paradoxical findings that the more
professionals in an organization, the more levels of authority there are. Thus such
an objective measure must be related to a job analysis which indicates what
powers, if any, the supervisor actually has. We would want to differentiate
between the authority of a foreman of an assembly line and of a supervisor of a
professional social worker. In most instances, the latter would actually have much
less po.er than the former; to view them both as similar steps in an authority
structure would be erroneous.

Similarly it is important to define rules very precisely. Those rules which
givée enormous discretion should be differentiated from rules which give little
discretion. It is therefore not only important to analyze the formal rules listed in
the organizational structure or the job description but to get an accurate measure
of how much discretion is permitted. To illustrate, the National Labor Relations
Board is mandated to enforce a law which is admittedly vague and ambiguous.
For this reason, NLRB eventually bas a trial hearing to determine in a given
situation who has obeyed and who has not obeyed the rules. By contrast, the
El{fC‘ 78
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cost-of-living clauses in union contracts are very specific, providing for little
discretion by either side. Most alternatives are anticipated, and a rule is given for
each alternative. If one counted the number of rules in each of the above
situations, he would find many more rules in NLRB than in the cost-of-living
clause in union contracts. By a sheer number count he would conclude that the
NLRB is much more subject to rules than are the cost-of-living pay increases. Yet
the cost-of-living clause almost completely preempts individual decision, while
NLRB legislation gives considerable leeway. Thus mechanical counts of the
number of rules and laws without any real understanding of the amount of
discretion they provide would nct be very useful.

In addition to an understanding of the objective and subjective meaning of
each dimension or organization, it is important to take into account relative
relationships. Thus if one studies organizations dominated by professionals, one
might find that they have both more rules and more internalized policy than a
rationalistic organization such as a governmental bureau staffed by nonprofes-
sional personnel. The key factor might be the relative proportion of time spent on
rule-governed and discretionary activities.

In studying organizations, one has to be sensitive to factors such as those
described above, adaptable and open to the use of a variety of measurement
approaches attuned to different structural variables. Pugh and associates describe
the variety of scaling procedures used in their studies in the following way:

Some were simple dichotomies (such as the impersonality of origin) or
counts (such as the number of operating sites); some were ordered
category scales, lacating an organization at one point along a postulated
dimension (such as closeness of link with customess or clients). Some were
stable, ordered scales established by linking together a large number of
items exhibiting the characteristic cn the basis of cumulative scaling
procedures,. such as workflow rigidity, an aspect of technology. Some
were summary scales extracted by principal-components analysis to
summarize a whole dimension, such as operating variability, an aspect of
charter. (Pugh et al., 1969, p. 93)

One does not enter into the matter of organizational measurement by way
of opening a blank page. The field of organizational analysis, while still rather
new, has already established a tradition of quantification, however rough. We
intend to exploit this tradition, making those adaptations which are deemed
necessary. Thus, organizational size has been measured by number of employees
or annual budget (or by the logarithm of the number of employees in some
studies). Workflow rigidity has been measured by reference to criteria such as
waiting’ time vs. no waiting time, single source input vs. multisource input,
breakdown that stops workflow vs. one that does not stop workflow, etc.
Degree of performance evaluation has been determined by a scale such as: (1) no
formal evaluation procedures; (2) personal evaluation only; (3) measurements of
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some aspects of performance; and (4) measurements over the entire performance
range.

It is clear from this brief discussion that there are enormous complexities
in selecting or developing measurements through which significant variables can
be operationalized, but that there are also some potential measurement strategies
already available in the literature. It is difficult, in advance of a final selection of
variables, to be more specific about the particular measures to be used.
Nevertheless, it is clear that the ultimate choices must also be guided by
considerations of practicality and ease—practicality in the sense that their use is
responsive to the constraints poscd by the cxigencies of research in operating
social welfare und rehabilitation agencies, and in the sense of being economical of
time and expertise. Finally, the measures must be capable of adaptation to the
needs of a national survey. It is therefore necessary that even measures which
must be obtained through complicated procedures in the exploratory field
investigation must also be potentially reducible to relatively simple large-scale
data collection methods.

SAMPLING FOR THE EXPLORATORY STUDY

In our view one of the most significant factors affecting a range of
operations of formal organizations is whether they engage in highly standardized
or highly nonstandardized tasks. Standardized tasks have a high degree of
regularity, repetitiveness, and predictability; consequently they can be treated in
fairly routinized ways. The level of professionalization, for example, required to
manage standardized vasks is relatively low. Nonstandardized tasks, on the other
hand, require personnel who are adaptable, creative, and knowledgeable. Because
such events cannot be handled through generalized rules, highly trained staff are
required who can act on the spot with considerable discretion and autonomy.
Nonstandardized tasks thus may require greater decentralization, less formaliza-
tion, collegial decision making, and the like. A range of organizational variables,
including many of those distinguished above, operate in different ways in
organizations engaged in more standardized and less standardized social welfare
functions. Thus, we hypothesize, the degree of task standardization may be a
crucial factor to consider in examining many dimensions of internal organiza-
tional structure.

In the exploratory study we propose to select organizations on the basis
of the central criterial variable in our conceptual scheme: the extent to which
they deal with standardized vs. nonstandardized tasks, such as income mainte-
nance agencies vs. psychiatric and casework treatment agencies. We propose, for
the exploratory study, to select extreme cases of standardized and nonstand-
ardized task organizations. We will also choose agencies which work equally with
both types of tasks, such as convalescent homes, hospitals, rehab.iitation agencies
providing both treatment and incomre maintenance, etc. Thus we will have
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organizations representing three positions on the dimension of task certainty-
uncertainty. For each position we will use informed judges working from
generally agreed-on criteria, such as those cited earlier in this proposal, to select at
least two organizations: one which is highly successful or effective, and one
which is not successful or effective. Thus our sample will consist of four
organizations, classified by two levels of task standardization and two levels of
effectiveness. We will then examine a wide range of organizational variables, such
as those listed on pp. 60-61 of this proposal. This exploratory study will be an
informal one in which we will pilot-test various measurement strategies and also
use our experience as participant-observers in the agencies to throw light on some
of the hypotheses generated by our conceptual scheme and the literature review.

These procedures are admittedly sketchy. They leave some gaps, such as
providing relatively little opportunity to examine relationships between internal
organization factors and external environmental factors. They also make
assumptions about the relations of extreme to middle categories on our basic
dimension. Nevertheless, this sketchiness is appropriate to an initial pilot
investigation, and the risks are worth taking.

Given this rationale, our sampling design will be as follows:

Organizational Effectiveness

o

Degree of Task Certainty Effective Ineffective

Organizations with standardized products, such as
establishing eligibility for welfare, distribution of X X
checks, listing job openings.

Organizations dcﬂing with nonstandard products,
such as therapeutic casework with neurotic clients, X X
counseling the hard-to-employ, marriage counssling.

Intensive field visits will be made to each of these four agency settings so
that many aspects of atmosphere and structure can be examined. We will focus
our attention particularly on those factors which seem to account for the greater
effectiveness of staff performance and/or agency output in each of the agency
pairs. In other words, we will attend not only to variables which contribute to
knowledge in the field of organizational analysis. Rather, we will attack that task
from a point of departure which, through the internal design of the study, will
automatically deal with f. ctors which make a difference in effectiveness of service
delivery. We believe that this design will yield data which will be higuly relevant
to matters of work roles, work performance, organization and delivery of client
services, utilization of professional and nonprofessional manpower, worker
morale, and the general education, recruitment and training of staff.
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THE PROPOSED WORK - PHASE 1I

Phasc II consists of technical assistance to SRS in incorporating the results
of Phase I into the planning, developing, and pilot-testing for the projected
national survey of social welfare and rehabilitation workers, work, and organiza-
tional contexts in which work is performed.

THE PROPOSED WORK - PHASE III

The objectives of Phase 11l are to refine and extend the conceptual scheme
which emerges from Phase I, provide empirical tests of relevant hypotheses,
formalize and test strategies for measuring significant organizational variables and
their correlates in worker performance-morale and organizational effectiveness,
and explore in depth promising leads which may serve to amplify understanding
of the concepts represented in the national survey. A further objective is o
produce policy recommendations concerning effective solutions to organizational
and service delivery problems facing social welfare and rehabilitation agencies in
the United States today.

In order to validate and elaborate on the work of the exploratory study in
Phase 1, we propose to use a two-pronged approach. The first part will consist of
an observational and questionnaire study of a stratified group of social welfare
and rehabilitation organizations. This part will use an cxtension of the same
sampling plan used in Phase I, with the addition of organizational linkage to the

rimary group community and to other organizations as a sampling criterion. As
indicated in the theoretical section of this proposal, linkage is a key factor which
can account for significant aspects of service delivery patterns, much as task
standardization is expected to accoviit for significant factors in organizations’
internal structures. ‘

This extension results in the following sampling design:

Organizational Linkages
Organizations Organizations Relatively
linked mainly linked mainly isolated
Degree of task to primary to other organizations
standardization groups organizations
Organizations concerned
primarily with uniform tasks X X X
Organizations concerned
primarily with nonuniform
tasks X X X
Organizations concerned
with both uniform and -
nonuniform tasks X X X
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Each cell of the above table will contain organizations from at least two
different fields of rehabilitation and social welfare and will include at least two
organizations which can be rated as effective and two ineffective. The specific
types of organizations to be included can remain open for the time and will be
selected in consultation with SRS staff. Thus each cell will contain six
organizations, for a total sampie of 54.

The other prong of the Phase III study will consist of a questionnaire
study. We will select a sample of approximately 300 organizations in several areas
of welfare and rehabilitation, and use a mail survey form. With the expectation
that the staffs of the organizations sampled will average about 50 workers, the
total N for this study will be 1,500 respondents. The function of the survey will
be to cross-validate the findings of the more intensive study of 54 organizations,
to produce an estimate of the extent to which certain oirganizational problems are
common to the field at the time of the study, as a guide to ordering priorities for
irtervention and change efforts and as a means of testing adaptations of the
measurements used in the intensive study to a mass survey format.

One of the important matters to be considered in this third phase is
establishing the boundaries of the social welfare field, or the universe from which
we will select our sample of organizations. A large number of publications by
social work analysts such as Friedlander (1968), Vasey (1958), Wilensky and
Lebeaux (1965), Stroup (1952), and others have defined and subdivided the
social work/social welfare field ir various ways. No standard or popularly
accepted classification system prevails in the field. In light of this situaticu, we
tentatively propose a formulation which involves the intersection of two
dimensions: functions of social welfare; and fields of practice in which social
work activities take place. Kahn (1969) has suggested that social welfare may be

viewed in terms of the following five levels of interveniion or functions:
Institutional change of a broad nature

Work within institutional areas outside of social work proper (i.e.,
economic development, physical planning, etc.)

Income transfers (social insurance, public assistance, family allowances,
training stipends, subsidies, etc.)

Nonmonetary social benefits of social utilities (parks and recreation
facilities, day nurseries, public housing, etc.)

Case services in guidance and treatment (casework and personal counsel-
ing, homemaker services, adoptions, etc.)

Although Kahn’s list may be broadened somewhat to capture some
emerging functions which cannot be allocated among these five areas, it suggests a
guide for sampling in such a way as to achieve a balanced representation of key

functional areas.
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In addition to functions, social w = tas traditionally been approached
from the standpoint of “fields of practice,” v hich may be viewed on one hand as
institutional sectors of the field and on the other as social problem complexes
with which social work personnel deal. Bartlett has done what may be the
definitive work on field of practice (1959, 1961), and we will borrow from her
classificatory system in developing the sampling scheme for Phase III. Thus,
within each of .e functional areas noted above, the following fields of practice

would be represented, wheu relevant:
Child welfare
Community planning and development
Correctional services
Family welfare
Health and medical services
Leisure time and group services
Psychiatric and community mental health services
Public assistance services

Schools

In addition, we will attempt to balance public and private auspices, and
geographic coverage of organizational functions (local, state, federal).
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ORGANIZATIONAL FACTORS IN THE PERFORMANCE OF
SOCIAL WELFARE AND REHABILITATION WORKERS

Joseph A. Olmstead*

It is easy to establisl, an organization, and it is not hard to get some
performance from it. However, it is exceedingly difficult to insure that an
organization so established will perform at consistently high levels of effective-
ness. This difficulty persists despite the fact that much is known about factors
that influence performance.

The problem is that this knowledge is embedded in a number of different
research areas—organizational design, man-machine systems, human capabilities
and limitations, role structures, group processes, and interpersonal relations.
Considered separately, each of these areas has made significant advances in the
knowledge gained through research. Yet there are enormous discrepancies
between existing knowledge in each area and . pplication of that knowledge: to the
problem of improving performance within organizations.

This paper is an effort to bridge the gap between research and practice
with reference to social welfare and rehabilitation organizations. To accomplish
this purpose, the major theoretical approaches to the study of organizations will
first be discussed, and a possible way of resolving some critical issues will be
suggzsted. Then certain concepts and findings which have particular relevance for
social and rehabilitation agencies will be presented. Finally implications for both
research and management will be discussed.

THEORIES OF ORGANIZATION

The organizational literature is characterized by numerous points of view,
each of which seems to possess a certain degree of legitimacy. The problem is that
the one phenomenon, an organization, can be validly approached from a number
of different standpoints. Thus the systems developed by business theorists, social
scientists, behavioral scientists, and operations researchers usually consist of
widely different concepts and variables. Stogdill (1966) lists 18 separate ways of
conceptualizing organizations and groups and says that this is not an exhaustive
list. Yet each approach has a certain relevance, and each contributes to better
understanding of organizations,

*Dr. Olmstead is a Senior Staff Sciertist with the Human Resources Research Organization, Division No. 4,
Fort Benning, Georgia.
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One major contributor to the proliferation of approaches is a certain
duality which has existed throughout much recent history of the field. The
division ultimately reduces to the old question of organizational requirements vs.
needs of the individual. Although Barnard (1938) early recognized the necessity
for balance between the two elements, the work of most writers has reflected one
emphasis or the other but rarely both. Some writers, such as Argyris (1957) and
McGregor (1967), have even made the conflict keystones of their systems. Only in
the past several years have a few theorists, such as Bennis (1966), atcempted to
reconcile the differing viewpoints in an integrated position.

Recognition of these approaches and of the attempts to reconcile thera is
essential to understanding the point at which organizational research has arrived.
Accordingly the major positions will be summarire<., and a few landmarks will be
reviewed.

STRUCTURAL THEORIES

The problem of structure is a recurring theme in organizational theory. All
organizations have to provide for the meshing of members’ activities. Thus tasks
must be allocated, authority (the right to make decisions) must be assigned, and
functions must be coordinated. These requirements lead to development of a
hierarchical framework which is called the “structure’’ of the organization.

The putative father of structural theory is Max Weber, the German
sociologist, who developed his concept of bureaucracy around the formal
structure of organizations. Weber (1947) noted that, in an organization, authority
is vested in positions rather than individuals and is exercised through a formal
system of rules and procedures. The positions are arranged in a hierarchy with
each position exercising authority over all of those below it. According to Weber,
the formalism characteristic of bureaucracies minimizes variability in problem
solutions and maintains high standards of jinternal efficiency. From this
viewpoint, ‘“an organization is a social device for efficiently accomplishing
through group means some stated purpose; it is the equivalent of the blueprint for
the design of the machine which is to be created for some practical purpose”
(Katz and Kahn, 1966, p. 16).

Weber wrote on bureaucracy around the turn of the century. Until
recently, most structural theorists followed him in stressing the rational aspects of
organizations. Most concerned themselves with deriving more and more ideal
structures and with analyzing how such factors as objectives, size, geographical
dispersion, and techniques of operation influence the shapes of hierarchical
frameworks. Because a scientist does not often get an opportunity to manipulate
the structures of existing organizations, much of this work was descriptive.

Most of the earlier theorists were concerned with increasing effectiveness
through improved structural designs. However, in recent years, more attention has
been given to the attitudes, values, and goals of subordinate units and to the ways
= ghich hese unintended consequences can actually modify an organization’s
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structure. This development began with Merton (1940) and continued with Dubin
(1949) and Selznick (1957), As one example, Selznick demonstrated in a study of
the Tennessee Valley Authority that Weber’s description of a formal bureaucracy
left out the problems that occur when organizational leaders delegate some of
their authority, which inevitably they must. Delegation increases unit specializa-
tion and thus emphasizes conflicts of interest between units and between a unit
and the organization as a whole. Such conflicts hamper the effectiveness
anticipated when ideal structures are designed.

| These recent developments have expanded the perspectives of structural
theorists. Although there is still a vigorous concern with organizational design
(Thompson, 1966) and with linkages, levels, and bonds of organizations {Haire,
1959; Marschak, 1959), most present-day theorists (Selznick, 1957; Dubin,
1959; Rapoport, 1959) attempt to bring internal processes into the:r systems.
Primary emphasis remains upon structure, but there is now recognition that

Structural theory has numerous critics. In particular, the older theories of
bureaucracy have been attacked from many sides. According to Bennis, “Almost
everybody, including many students of organizational behavior, approaches
bureaucracy with a chip on his shoulder. It has been criticized for its theoretical
confusion and contradictions, for moral and ethical reasons, on practical grounds
such as its inefficiency, for its methodological weaknesses, and for containing too
many implicit values or for containing too few” (1966, p. 5).

Some criticisms appear to be more valid than others. However, several
limitations of structural theory are readily apparent and have particular relevance
for this discussion. The first major limitation is that structural theories usually
focus upon the anatomy of organizations rather than thejr behavior. A knowledge
of anatomy is important for unders;anding any organism; however, it is only a
small part of the story. Viewing an organization solely from the standpoint of
structure is like looking at an iceberg. The greater portion of it is never seen.

This limitation would not seem so critical if theoretical understanding
were the only consideration. The trouble is that structural theories held
predominance for so long and they offer such easy answers that many
practitioners—administrators, manageys, military commanders, etc.—look to orga-
nizational design as the solution to problems whose sources often lie elsewhere.
When difficulties arise within an organization, the most obvious solution is to
redesign a job, change the authority structure, or mcdify the span of control,
when in fact these aspects may be only tangentially relevant to the real problems.

A second limitation is that structural theories most frequently are
concerned with derivation of ideal structures rather than with the design of
real-life organizations. While ideal structures can contribute to thinking about real
organizations, many of the discussions are simply irrelevant to practical situations.

A final limitation is that most structural theories ignore the effects that

o -he personalities of members may exert upon the shape of an organization. A
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strong leader or team of leaders may exercise dramatic modifications upon the
allocation of responsibility and authority. In a similar way, single positions or
entire structures are sometimes changed to fit the competencies or limitations of
incumbents. Structural theories rarely take such factors into account.

Despite these limitations, structural theories make valuable contributions
to knowledge of organizational behavior. For example, an understanding of the
ways in which such factors as missions, objectives, size, and techniques of
operation determine optimum structure is critical for efficient functioning.
Furthermore, the question of structure, of the linkage between positions, is
closely associated with problems of informa:ion processing and decision making.
The number of links in a system and the concomitant allocations of authority
may have serious consequences for communication load and vulnerability to
information loss. It seems clear that structural concepts, when viewed in the
proper perspective, have an important place in any systematic theory of
organizational functioning.

GROUP THEORIES

Weber himself eventually got around to expressing fear that the
bureaucratic way of life tends to smother individual potentialities. He was the
forcrunner of a large number of writers who have sounded the alarm against
practicing bureaucracy. Indeed, Bennis, in a discussion of “the decline of
bureaucracy,” states:

. it would be fair to say that a great deal of the work on organizational
behavior over the past two decades has been a footnote to the
bureaucratic “backlash” which aroused Weber’s passion: saving mankind’s
soul “from the supreme mastery of the bureaucratic way of life.” At
least, very few of us have been indifferent to the fact that the bureaucratic
mechanism is a social instrument in the service of repression; that it treats
man’s ego and social needs as a constant, or as nonexistent or inert; that
these confined and constricted needs insinuate themselves into the social
processes of organizations in strange, unintended ways; and that those
very matters which Weber claimed escaped calculation—love, power,
hate—not only are calculable and powerful in their effects but must be
reckoned with (1966, p. 7).

Bennis probably overstates the case when he envisions concerted
movement to save ‘‘mankind’s soul from the supreme mastery of a bureaucratic
way of life.” Certainly, there has been a recent flurry of writings concerned with
the inhibiting effects of organizational life. These will be discussed in th= section
on individual theories. However, the earliest, and still continuing, attack came not
so much from a concern for the repressive effects of organizations as from
discovery of a basic fallacy in classical structural theory. The fallacy was that
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structural theory fails to recognize the effects of informal groups upon
motivation, behavior, and performance in organizations.

Group theories of organization stem from two unrelated sources. The first
was the work begun by Mayo (1933) at the Hawthorne plant of Western Electric
and continued by Roethlisberger ai.d Dickson (1939). These writers “discovered”
the influence of the face-to-face informal group upon motivation and behavior in
a work situation. However, for them, there was no essential conflict between man
and the organization. Rather, satisfying the workers’ social and psychological
necds was seen as congruent with the organization’s goals of effectiveness and
productivity.

Directly descending from Mayo are Whyte (1959, 1961), Homans (1950),
and Zaleznik (1964). Workin~ with data drawn from business organizations
(usually obtained by intensi rase study of a single firm), these theorists
developed such findings as the s~..owing: the output of a worker is determined as
much by his social relations as by his abilities and skills; noneconomic rewards are
extremely important in the motivation and satisfaction of personnel; group-held
norms and attitudes play a major role in an individual’s evaluation of his work
situation; and informal leaders can develop who may possess more actual pcwer
than appointed supervisors.

The second source of group theories was the work of Kurt Lewin (1947)
who stressed the importance of group decision making and participation in
motivating people. Following Lewin, there has appeared a long series, of which
the most notable for this paper are the leadership studies of Lewin, Lippitt, and
White (1939), the participation studies of Coch and French (1948), and the work
on morale and productivity by Katz and Kahn (1952). Although not yet finished,
the work of Lewin’s successors reached a landmark with the publication of
Likert’s New Patterns of Management (1961). In this book, Likert proposes a
“modified” theory of management in which he stresses the importance of group
forces in worker motivation, the necessity for managers and supervisors to serve as
“linking pins’ between the various groups and levels within an organization, and
the essentiality but relative independence of both productivity and morale. Likert
has further elaborated on his theory in a more recent book, The Human
Organization (1967).

Although the lineal descendents of Mayo and Lewin have remained apart in
their general approaches, many common clements can be identified. In both
approaches, the principal emphasis was changed from Weber’s rational bureau-
cracy to an organizational maodel which takes account of unanticipated conse-
quences, such as feelings, attitudes, norms, sentimen:s, and perceptions. The
behavior of an organization is seen as less mechanistic but also more unpre-
dictable.

The acceptance of social relationships as a major determinant of
organizational behavior was a significant development in the theory of organiza-
tions. The strong reaction of group theorists to the older rational models was

33
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highly valuable in calling attention to a hitherto ignored facet in organizational
functioning. On the other hand, the aversion of group theorists, especially the
Lewinians, to anyihing resembling a hierarchy in organization has been something
of a limitation. So far, there have been few attempts to relate group behavior to
organizational functioning in any systematic way. Likert comes closest, but his
concepts become rather pallid when he moves into discussion of groups in relation
to hierarchical levels.

Many group theorists have been reluctant to give full weight to formal
authority relationships. In fact, this reluctance has been so pronounced that
Cartwright, one of the more eminent group theorists, has accused group
psychology of being “soft on power” (1959). Especially for groups within
hierarchical organizations, power is a critical variable. Because organizations are
structured on the basis of authority relationships, groups within organizations are
different from those outside. This fact can never be ignored.

INDIVIDUAL THEORIES

The rubric “Individual Theories” embraces two approachec that are only
remotely related. On the one hand, a rather large group of researchers and a
smaller number of theorists are conicerned with psychological ‘actors that affect
the performance of individuals within organizations. On the other hand, a small
but increasing number of writers, in violent reaction against rational structural
theories and the practices based upon them, have emphasized the conflict
between organizational requirements and the needs of the individual. Both
approaches are concerned with the performance of individuals, However, the first
addresses itself to improving performance through better selection, training,
leadership, etc. The second approach starts with the notion of a basic
incompatibility between organization and individual and then attempts to modify
organizations and their practices in ways intended to permit g.eater opportunities
for need satisfaction by personnel.

The first approach centers around those activities commonly considered
to be within the purview of traditional “industrial psychology.” Stemming from a
long and respectable history of applied work, there has developed a considerable
body of studies concerned with such concrete problems as selection, training,
conditions of work, methods of payment, human engineering, etc. In these areas,
a genuine contribution has been made in fitting the man to the job. Until
recently, this contribution has been mainly in terms of methods. Most work has
relied on analyses of single problems in unique situations rather than systematic
studies of generalized phenomena.

This limitation has subjected individual theorists to criticism by a number
of writers who desire a more systematic understanding of the problems studied.
For example, Pugh (1966) contends that all of the studies on industrial selectior
have “contributed little more to the understanding of human behavior than a
series of (usually modest) validity coefficients.” Pugh credits the individual

.P B
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theorists for being the only ones who have tackled the problem of the validity of
data, but he also contends that their emphasis upon a “factorial-statistical”
approach has usually resulted in a theoretically arid formulation.

Another limitation of the traditional individual approach is that many
attempts to improve performance of individuals do not take the organizational’
context into full account. Personnel selection again provides an illustration.
Selection procedures are desired so that an organization can be composed of the
most adequate individuals. Yet one can conceive of a highly adequate person in an
organizational setting where his own adequacy is relatively independent of
organizational effectiveness. Conversely, a highly effective organization could
conceivably be composed of only average persons. Although the adequacy of each
individual is important, the operational processes characteristic of the particular
organization and the ways in which membets’ activities are integrated and
coordinated can be equally critical.

At present, this traditional approach to individual effectiveness appears to
be embarking on a new stage of development. Over the past decade, there has
developed a growing body of data concerned with motivation and its more
complex relationships with performance. Motivation has, of course, been
recognized in industrial psychology for a long time. However, it is only recently
that psychologists have produced genuinely sophisticated studics and theories
concerned specifically with the composition »f those motives most relevant to
performance within organizations (Gellerman, 1963). For example, it has been
shown that job satisfaction and productivity are not necessarily complementary
(Brayfield and Crockett, 1955; Kahn, 1960). This was puzzling for a while until
Herzberg, Mausner, and Snyderman (1959) demonstrated that job satisfaction
itself is not a unitary concept and that certain conditions at work only prevent
losses in morale but do not push toward greater motivation, while others exert
strong uplifting effects upon attitudes or performance.

These developments in the study of motivation offer much promise for
improved understanding of organizational behavior. Although still concerned with
the effects of motivation upon the performance of individuals, most theorists give
full recognition to the influence of organizational conditions upon motivation
and, more important, to the effects of social motivation upon group and
organizational performance.

Whereas the approach just described has focused mainly upon fitting man
to the organization, another approach is more concerned with ficting the
organization to man. In one way or another, theorists of the second approach see
the basic problem as a conflict between the psychological needs of individuals and
the formal requirements of organizations as posited by the structural theorists,

By far the most clear in his conceptualizations is Argyris (1957, 1962),
who has built a complete system around the notion of the basic incompatibility
of the individual and the organization. According to Argyris, this incompatibility
results in frustration which can be inferred from “pathological behaviors” and
“defense mechanisms” exhibited by many individuals employed in organizations.

-
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In his earlier work (1957), Argyris was mainly concerned with effects upon
lower-level personnel, and his solutions involved restructuring organizations
toward greater decentralization and enlarging jobs so that “self-actualization®’
would have more chance to blossom. In later work (1962), Argyris has addressed
himself to the problems of executives, and he advocates modification of
impersonal value systems and the development of “‘authentic” relationships.

Although he started from a somewhat different position, McGregor
(1960) based his analysis upon the same essential conflict as Argyris. McGregor
began with recognition that “if there is a single assumption which pervades
conventional organizational theory it is that authority is the central, indispensable
means for managerial control” (1960, p. 18). McGregor then proceeded to his
now-famous comparison between “Theory X” and “Theory ¥.” He attempted to
show the limitations of authority based on role or status (Theory X) as compared
with authority based on objectives, i.e., task or goal requirements (Theory Y).
McGregor stressed the integration of task requirements with individual needs.
However, where Argyris advocated restructuring job and organization, McGregor
recognized that leadership is the means whereby the demands of the individual
and the requirements of the organization can be reconciled. For him, leadership is
“the creation of c nditions such that members of the organization can achieve
their goals best by directing their efforts toward the success of the enterprise”’
(1960, p. 49). |

Several other writers (Blake and Mouton, 1964; Shepard, 1965) have
stressed the importance of organizational leadership as the main integrating
factor. In their view, if leaders see their organizations as organic rather chan
mechanistic, as adaptable rather than bounded by rigid structure, emphasis will
shift from arbitration to problem solving, from delegated to shared responsibility,
and from centralized to decentralized authority. Thus the needs of individuals and
requirements of organizaticns will be reconciled.

This second approach of the Individual Theorists is important because it
focuses attention upon internal processes and the ways in which human
components affect them. Effectiveness within an organization requires trading
and negotiation by all participants. The extent to which problems are solved and
objectives are accomplished is strengly determined by the degree of accommoda-
tion that can be achieved.

As a final point, it should be noted that all of the approaches mentioned
in relation to both group and individual theories tend to emphasize interpersonal
and group variables as causal factors in organizational effectiveness and tend to
deemphasize the cognitive processes of problem solving as equally important
determinants.

DECISION THEORIES

Whereas group and individual theorists have tended to play down
cognitive processes, other writers have focused squarely upon problem solving and
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decision making as controlling factors in organizational effectiveness. Although
the study of decision making, particularly that performed by individuals, is a
relatively independent area of research, it has made a significant contribution to
the theory of organizations.

Theories of organizational decision making have their origin in economic
theories of consumers’ choice (Edwards, 1954). Classical economic theory started
from an assumption that man is entirely rational in his choices. Economic man
was presumed to be completely informed, infinitely sensitive, and totally rational.
In his decisions, not only were the alternatives in the choice known but also each
alternative was known to lead to a specific outcome. Thus classical economic
theory was essentially one of decision under conditions of absolute certainty
(Taylor, 1965). .

Classical decision theory has undergone numerous modifications, the most
notable of which occurred with the advent of game theory (von Neumann and
Morgenstern, 1944). Game theory recognizes the concept of decision under
uncertainty or risk; however, it still rests *“pon the assumption of rationality.
Furthermore, game theory remains a theory of decision making by individuals.

A decision made by an individual in isclation is one thing, but that made
by him in an organization is another. In the latter case, the considerations. to be
taken into account become much more complex. A landmark in the development
of theories of decision making ip organizations was Simon’s book, Administrative
Behavior: A Study of Decision-Making Processes in Administrative Organization
(1947). Simon rctained the idea that decision behavior within organizations is
“intendedly rational” and that decisions are made by individuals within
organizations and not by organizations as entities. However, he also recognized
the inadequacy of classical economic theory for understanding behavior within
organizations. Accordingly, he distinguished between the roles of facts and of
values in decisior. making. Questions of value are questions of what ought to be.
Simon contended that decision makers employ values as well as facts in making
choices. Limits upon rationality in decision making are imposed by lack of al! the
possible facts. Therefore, in Simon’s view (1957a, p. 204), the decision maker
must “‘satisfice’’—find a course of action that is ‘“good enough”—rather than
maximizing returns, as would be possible if he had full knowledge of the
consequences attached to every alternative.

The contrast between economic man and Simon’s administrative man
emphasizes an important point. Rationality is central to behavior within an
organization. However, if the members of an organization were individuals
capable of the kind of objective rationality attributed to classical economic man,
theories of organization would have no purpose. In Simon’s words:

. . .if there were no limits to human rationality, administrative theory
would be barren. It would consist of the single precept: always select that
alternative, among those available, which will lead to the most complete
achievement of your goals. The need for an administrative theory resides’
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in the fact that there are practical limits to human rationality, and that
these limits are not static, but depend upon the organizational environ-
ment in which the individual’s decision takes place. The task of
administration is so to design the envi-onment that the individual will
approach as close as practicable to rav.onality (judged in terms of the
organization’s goals) in his decisions (1957a, pp. 240-241). '

The most significant point in the quotation is that decisions are influenced
by the organizational environment. Internal relationships and operational
processes can and do exert critical effects upon the nature and quality of
decisions. Thus decisions can never be completely rational. This theme was
expanded into a full theory of organization by March and Simon (1958).

In the classical economic theories and Simon’s administrative theories, the
decision maker is the individual. On the other hand, Cyert and March (1 964) have
recently formulated a theory of the organization as decision maker. Cyert and
March build upon the classical model of rational behavior; however, they
recognize an important fact. Organizations are constantly attempting to adapt to
their external and internal environments, and completely rational adaptation is
constrained by some fairly strong limits on the cognitive capacity, the
compuctational speed, and the internal goal consistency of the organizations. To
describe how organizations cope with these constraints, Cyert and March posit
four critical modifications of the classical axioms of rationality. First is the
quasi-resolution of conflict; organizations do not have a simple preference
ordering of goals but instead exist with considerable conflicts of interest which
are resolved either through compromise or sequential attention to goals. Second is
uncertainty avoidance; organizations tend to avoid uncertainty rather than deal
with it by calculations of expected returns as in economic theory. Third is
problemistic search; decisions to search for solutions are dictated by the existence
of problems. rather than calculations of expected returns. In short, organizations
search for answers only when problems arise. Fourth is organizational learning;
organizations learn from their experiences and modify procedures over time.

The notion that numbers of people make decisions as 2 unit is not a new
idea in group dynamics. However, in decision theory it is a relatively recent
concept. When the temptation to anthropomorphize can be resisted, when it can
be recognized that what is involved is a number of individuzls arriving at joint
aecisions, the concept of organizational decision making provides possibilities for
promising insights into some of the more complex aspects of organizational
behavior. For example, the four modifications described in the discussion of
Cyert and March open the door to the analysis of ‘organization in terms of
ongoing processes. Where previous theories viewed decision making in terms of
essentially static raodels, Cyert and March see it as a dynamic process occurring in
response to continuous changes in the environment and constantly modified on
the basis of new information. Thus, decision making is seen as an adaptive
response of the organization.
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The importance of viewing decision making in terms of organizational
processes cannot be overemphasized. Much of the research and theory presently
existent ignores the circumstances under which the decision is made and under
which the decision maker is acting. Much of the work in the field makes it appear
that the specific act of choosing among alternatives is the core of the
decision-making process and that prior or subsequent events need nor be
considered. Yet, in real organizations, the events leading to the act of choice and
those following are often the more critical ones, Frequently, the outcome is
foreordained by the time the act of choice is reached and, often, decisions are not
implemented as intended. It begins to become clear that decision making cannot
be separated from other organizational processes.

One final point remains with regard to decision theories. Just as group and
individual theories overstress interpersonal and motivational factors, decision
theories place primary emphasis upon rational aspects of cognition and
perception. Accordingly, like the group and individual approaches, decision
theories offer only partial explanations of the complex phenomena encountered
in organization.

SYSTEMS THECRIES

Recently there has developed a mounting dissatisfaction with approaches
which concern themselves with only limited aspects of organizational behavior. A
number of writers have concluded that such approaches leave some of the most
critical aspects of organizational functioning untouched. For example, Bennis
contends that ‘“the main challenge confronting today’s organization. . .is that of
responding to changing conditions and adapting to external stress” (1966, p. 44).
In a similar vein, Selznick also concludes:

The aims of large organizations are often very broad. A certain vagueness
must be accepted because it is difficult to foresee whether more specific
goals will be realistic or wise. This situation presents the leader with one
of his most difficult but indispensable tasks. He must specify and recast
the general aims of his organization so as to adapt them without serious

corruption to the requirements of institutional"survival (1957, p. 66).

Bennis (1966, pp. 34-36) is the most articulate critic of the more
customary ways of approaching organizations. He contends that the traditional
approaches . re “out of joint’’ with the emerging view of organizations as adaptive,
problem-solving systems and that conventional criteria of effectiveness are not
sensitive to the critical needs of the organization to cope with external stress and
change. According to Bennis, the present methods of evaluating effectiveness
provide static indicators of certain outptit characteristics (performance and
satisfaction) without revealing the processes by which the organization searches
for, adapts to, and solves its changing problems. Yet without understanding of
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these dynamic processes of problem solving, knowledge about organizational
behavior is woefully inadequate.

He concludes, ¢...the methodological rules by which the organization
approaches its task and ‘exchanges with its environments’ are the critical
determinants of organizational effectiveness” (1966, p. 47).

Bennis proposes that the major concern should be with ‘“‘organizational
health,” defined in terms of ‘‘competence,” ‘‘mastery,” and “problem-solving
ability,” rather than “effectiveness,’” if ‘“effectiveness” is considered in terms
solely of final outputs. He then postulates some criteria for organizational health
(1966, pp. 52-54).

1. Adaptability —which coincides with problem-solving ability, which, in
turn, depends upon flexibility of the organization. Flexibility is the
freedom to learn through experience, to change with changing internal
and external circumstances.

2. Identity—adaptability requires that an organization ‘know who it is
and what it is to do.” It needs some clearly defined identity. Identity
can be examined in two ways: by determining to what extent the
organizational goals are understood and accepted by the personnel; and
by ascertaining to what extent the organization is perceived veridically

by the personnel.

3. Reality-testing—the organization must develop adequate techniques for
determining the ‘real properties” of the environment in which it
exists. The “psychological field” of the organization contains two main
boundaries, the internal organization and the boundaries with the
external environment. Accurate sensing of the fir'd is essential before
adaptation can occur.

Thus Bennis views an organization as an adaptive organism, and he
contends that the processes through which adaptation occurs are the proper focus
of analysis. :

A few other writers have recognized the potentiality of studying the
problem-solving processes used by an organization. For one, Altman states:

Performance effectiveness should be viewed from a much larger perspec-
tive, to include so-called “‘process variables” as intrinsic antecedents of
performance outputs. Thus we reject the approach to small group
performance or organizational performance solely from a “black box”
point of view, but propose instead a strategy of research that peers into
the box and attempts to understand the sequential development of
performarce as it progresses from input to output (1966, p. 84).

Schein (1965) goes beyond Altman and suggests an actual sequence of
activities or processes used by organizations in adapting to changes in the

- .
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environment. Schein calls this sequence an adaptive-coping cycle. The stages of
the adaptive-coping cycle ase as follc vs:

1. Sensing a change in the internal or external environment.

2. Importing the relevant information about the change into those parts
of the organization which can act upon it.

3. Changing production or conversion processes inside the organization
according to the information obtained.

4. Stabilizing internal changes while reducing or managing undesired
by-products (undesired changes in related systems which have resulted
from the desired changes).

5. Exporting new products, services, and so on, which are more in line
with the originally perceived changes in the environment.

6. Obtaining feedback on the success of .the change through further
sensing of the state of the external environment and the degree of
integration of the internal environment. . . .(1965, pp. 98-99).

Schein’s adaptive—coping cycle makes it possible io identify more precisely
those processes where performance may be inadequate and to specify more
accurately the relative contribution of each process to overall effectiveness.

In their search for a schema which will encompass the many varied aspects
of organizations, Bennis (1966), Schein (1965), and a number of other writers
have turned to General Systems Theory (von Bertalanffy, 1956). In systems
theory, an organization is viewed as existing in an environment with which there
are more or less continuous interchanges. As a system, the organization is
regarded as having inputs (resources such as material, people, and information) on
which it operates a conversion process (throughput) to produce outputs
(products, services, etc.). Both the inputs and outputs must take account of
environmental changes and demands (Emory and Trist, 1965).

The organization simultaneously engages in two general kinds of proc-
esses: (1) those concerned with adaptation to the environment; and (2) those
concerned with internal development and execution. Thus it uses its internal
processes and energies to continually react to changes in its environment in order
to maintain equilibrium with it.

Of particular interest to organization theorists is the concept of
equifinality. According to this vrinciple, a system can reach the same final state
from different initial conditions and by a variety of paths (Katz and Kahn, 1966).
It has special significance for organizations because it points up the importance of
ongoing processes adapted for specific situations as major determinants of
outcomes. Whereas bureaucratic theories rely upon rules, policies, and precedents
to dictate action and theories of decision rely on rationality to indicate the
obwem: solution, systems theory recognizes that wcrions are governed by dynamic
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processes through which problems are approached as they arise and in accordance
with their particular nature.

One of the most fullv developed approaches is that of Parsons (1960).
According to Parsons, all organizations must solve four basic problems:

1. Adaptation: the accommodation of the system to the reality demands
of the environment and the actual modification of the external
situation. Each organization must have structures and processes that
will enable it to adapt to its environment and mobilize the necessary
resources to overcome changes in the environment.

2. Goal achievement: the defining of objectives and the attaining of them.
Processes are required for implementing goals, to include methods for
specifying objectives, mobilizing resources, etc.

3. Integration: establishing and developing a structure of relationships
among the members that will unify them and integrate their actions.
The organization must develop processes aimed at commanding the
loyalties of its members, motivating them, and coordinating their
efforts.

4, Latency: maintenance of the organization’s motivational and norma-
tive patterns over time. Consensus must be promoted on values that
define and l.gitimatize the organization’s goals and performance

standards.

Parsons applies his theory to all types of social phenomena. Probably
because of his interest in a theory of general social systems, he paints his analysis
of formal organizations with a fairly broad brush. However, Katz and Kahn
(1966) have built upon Parsons’ work, together with that of Allport (1962) and
Miller (1955), to develop a comprehensive, wide-ranging iheory of organizations
which is solidly within the systems theory tradition. Katz and Kahn attempt
nothing less than a complete explanation of organizational behavior with systems
theory concepts. Although certain aspects of organizations require a little forcing
to fit systems concepts, the attempt seems reasonably successful in putting into
proper perspective such ideas as interchange with environments, operation by
process instead of procedure, and the interrelationships among functional units.

Systems theory embraces a much more comprehensive set of concepts
than is possible to describe here. Accordingly, an outline provided by Schein
(1965, p. 95) will serve to summarize those ideas which have the most relevance
for this discussion:

1. ...the organization must be conceived of as an open system, which
means that it is in constant interaction, taking in raw materials, people,
esergy, and information, and transforming or converting these into
products and services which are exported in the environment.
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2. ...the organization must be conceived of as a system with multiple
purposes or functions which involve multiple interactions between the
organization and its environment. Many of the activities of subsystems
within the organization cannot be understood without considering
these multiple interactions and functione.,

3. .. .the organization consists of many subsystems which are in dynamic
interaction with one another. Instead of analyzing organization .l
phenomena in terms of individual behavior, it is becoming increasingly
important to analyze the behavior of such subsystems, whether they be
conceived in terms of groups, roles, or some other concept.

4. ...because the subsystems are mutually dependent, changes in one
subsystem are likely to affect the behavior of gther subsystems.

5. ...the organization exists in a dynamic environment which consists of
other systems, some larger, some smaller than the organization. The
environment places demands upon and constrains the organization in
various ways. The total functioning of the organization cannot be
understood, therefore, without explicit cunsideration of these environ-
mental demands and constrainis.

6. ...the multiple links between the organization and its environment
make it difficult to specify clearly the boundaries of any given
organization. Ultimately, a concept of organization is perhaps better
given in terms of the stable processes of import, conversion, and
export, rather than characteristics such as size, shape, function, or
structure.

The swing to a process emphasis by such respected theorists as Bennis,
Parsons, and Selznick signals a sigrificant new developmeat in ways of thinking
about organizations. Where previously attention was mainly focused upon the
invariang aspects of organizations—the unchanging aspects of structures, policies,
and procedures—there has now been recognition that the variant aspects may be
the real key to understanding and controlling performan

Thus it has finally become apparent that, with organizations as with
people, it is plainly necessary to focus attention on dynamics. Since an
organization is an adaptive equilibrium-seeking organism, the processes through
which adaptation occurs are a significant subject of analysis. It is, therefore,
important to learn precisely how these processes affect and contribute to
performance. It is equally important to understand what factors influence
functioning of the organizational processes and what human variables d-=termine,
in a particular organization, whether the processes can resist disruption under
pressures arising from the stresses of daily operations.
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CRITICAL CONCEPTS

Efforts to formulate general theories of organization have not as yet been
outstandingly successful in producing firm and significant explanations of why
some organizations are more successful than others in generating effective
performance among personnel. The principal contributions thus far have been the
development of more sophisticated language and concepts, descriptions of some
of the more formal properties of organizations, and identification of many
probable determinants of behavior within organizations. Nevertheless, sorae
generalizations can be formulated concerning the behavior of organizational
members (March and Simon, 1958), and there are many suggestive discussions and
findings

The following discussion of factors which appear to be relevant for social
welfare and rehabilitation organizatiors is an attempt to integrate and summarize
clues and hints accumulated from many sources.

ORGANIZATIONAL STRUCTURE

In the beginning, it should be emphasized that one of the principal reasons
for the present unclear state of knowledge .lout organizations is the lack of
common definitions of concepts. The term “structure” is an outstanding example
of the problem. Depending upon the orientation of the researcher or theorist,
studies of structure have encompassed most of the factors connected with
organizations. Thus, even in those approaches which are limited to the more
formal aspects of organizations, the rubric “structure” has encompassed such
concepts as complexity, formalization, specialization, size, standardization, -
configuration, tall vs. flat hierarchies, vertical span-of-control vs. lateral span-of-
control, and flexibility.

Pesearchers concerned with the effects of structure upon performance
seem to be rather cleanly divided into two camps, most clearly defined in terms of
their views of what should be the focus of concern in organizational studies. One
group prefers to limit structural concepts to those which are closely tied to the
allocation of responsibility or function and to forms of organization which result
therefrom—to the organization chart and its implications for authority and
responsibility.

Representative of this group are Pugh and his associates (Pugh et al.,
1968), who have identified six primary dimensions of organizational structure:
(1) specialization; (2) standardization; (3) formalization; (4) centralization;
(5) configuration: and (6) fleribility. These researchers have then proceeded to
translate the concepts into operational definitions and to develop scales to
measure them. The concepts and approach used by Pugh and his associates have
clear and significant implications for both conceptua.hzatlon and research
methodology.

A major difficulty with an approach which limits conceptions of structure
to tite formal aspects is that, taken alone, formal structure may be a second-order
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variable when its effects upon employces arc considered. At least two studies
(Meltzer and Salter, 1962; Porter and Lawler, 1965) have cast doubts upon the
direct effects of formal structure upon employec motivation and satisfaction. The
effects of structure seem to be analogous to the effects of birth order upon
personality development. When the effects of birth order are studied in
conjunction with parental practices, the former disappear. Parental practices
account for most of the variance in personality developrient regardless of birth
order. In the same way, the effects of formal structure upon motivation and
satisfaction often disappear when structure is studied in conjunction with
organizational climate, especially supervisory practices.

For this reason, among others, a second group of researchers have
preferred to exte.d their concepts to inciude such dimensions as, in addition to
formal structure, power structure, communications struct: e, prestige or status
structure, functional (contact) structure, and spatial structure (Baumgartel and
Mann, 1962). This second approach has potential for accounting for more of the
variance in employee motivation and satisfaction and has been embraced to one
degree or another by several of the more renowned theorists of a social-psycho-
logical persuasion (Katz and Kahn, 1966; Likert, 1967).

The literacure seems to make it clear that, when considered alone, certain
dimensions of formal structurc have demonstrable relationships to both per-
formance and attitudes in social welfare and rehabilitation agencies. For example,
consider size of the organization. A large staff usually presents greater
requirements for coordination and control. More supervisors are needed with
additional workers, and at some point it may becorne necessary to introduce a
supervisor of supervisors—a division head. Direct positive relationships have been
found between the number of employees and the number of vertical ranks in
welfare agencies (Thomas, 1959). An additional effect is likely to be specializa-
tion of activities and roles. Thus, coupled with size is another critical
dimension~organizational complexity.

One of the major effects of increased size and complexity is that
communication becomes more difficult and more forinal. In a small, less complex
agen °y, workers usually have direct access to cach other and to s.ipervisors. In
larger agencies, communication by memorandum and directive supplants personal
contacts, especially between executive and practitioner.

Increases in the number of administrative levels and in highly specialized
roles also lead to more routinized or standardized proceduces. Manuals and
multiple staff conferences replace personal contacts and individualized handling
of cases.

Azcordingly, the larger agency is a different place tc work in than the
smaller one and may produce less satisfying work conditions, differeat staff role
perceptions, and therefore lowered or different quality of performance (Thomas,
1959). There also seems to be more consensus, greater cohesion, and more
commitment to ethics of social work and to «ffective performance in smaller
~gencies.
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However, it should be strongly emphasized that it can..ot be concluded
that a smaller organization always results in greater satisfaction and performance.
As stated earlier, many of the effects of formal structure may be reduced by the
kind of climate existing within the organization. Thus a large, complex
organization could possess a climate that is highly conducive to satisfaction and
performance. Similarly the climate of a small organization might be destructive
for either.

Among formal structural variables, the level which an employe= occupies
and size of work group appear to have the strongest relationships to attirudes and
behavior. Height of level within the organization and status of job are positively
related to both employee need satisfaction and feelings of necessity for
self-direction. Size of work unit is negatively related to job satisfaction; i.e.,
greater satisfaction occurs in smaller groups. On the other hand, absenteeism and
turnover occur most often in larger work groups.

Although relationships to satisfaction or performance have sometimes
been found for tallness-flatness of the structure, results have been mixed.
Therefore it is not at all clear at present whether a flat structure is always
associated with greater employee satisfaction and performance. As with other
structural factors, it is likely that the climate within the organization may
overshadow effects of tallness or flatness.

Two factors—span-of-control and centralization-decentralizatic~ —have not
generally been found to be related to either attitudes or behavior. i{fowever, it
should ke emphasized that only a very little research has been performed with
these variables. It should also be pointed out that, espzcially with regard to
centralization, results will be determined by definition. Thus, if the lowering of
decision levels advocated by Likert (1967) is deemed to be structural decentraliza-
tion, much research becomes available demonstrating increase in satisfaction when
such decentralization occurs.

In general, the impact of formal structura] variables appears to be greater
upon attitudes than upon behavior. However, much more effort has been
expended on study of effects upon attitudes than upon behavior. With regard to
behavior, formal structure seems to influence absenteeism and turnover more than
it affects employee output.

Evidence is mounting that the effects of power (Coser, 1958), status
(Zander, Cohen, and Stotland, 1957), functional (Cloward, 1956; Ohlin, 1958),
and communications (Vinter, 1967) structures may be more relevant for social
welfare and rehabilitation workers than those aspects related to the formal design
of the organization (Hage and Aiken, 1967; Thomas, 1959).

The power structure is concerned with the sources and networks of
influence in an organization. Although power may parallel the formal structure as
shown on an organization chart, there may be wide discrepancies in many
agencies. The extent to which power is diffused within an organization or the
degree to which it is hoarded in central positions can have significant cffects upon
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employee attitudes and performance. In particular, the way that influence is
distributed or withheld among professional workers is a critical factor in social
welfare and rehabilitation agencies.

Status is the ascribed valuation of individuals by inembers of the
organization. Costello and Zalkind (1963) suggest that judgments made by an
individual about interacting with another are influenced by a number of
properties of the other person, including perceived status and perceived iole. A
status structure that limits or strictly defines appropriate bchaviors—e.g.,
fermality of relationstips between supervisors or subordinates—might therefore
suppress the deg.. of informal coordination occurring within the organization. In
social welfare and rehabilitation agencies with both professional and nonprofes-
sional employees, status can be a very ticklish matter and may exert significant
effects upon both attitudes and performance.

The functional structure is defined formally by the organization chart but
behaviorally by who does what and works with whom. Formalized assignments of
duties often fail to recognize some necessary coordination functions and
frequently do not cover many of the actual working relationships that develop.
Here the problem is to identify the degree of connectedness (total coordination)
required for ={fective functioning and to determine the extent to which essential
coordinaticn i urs beyond that dictated by the organization chart.

ORGANIZATIONAL CLIMATE

Like structure, the concept of ‘‘climate” raises problems cf definition.
Thus, conceptualizations of climate have ranged from McGregor’s (1960)
discussion of climate in terms of leader behavior, through Bowers’ (1969)
definition of climate as the accumulated effects of the behavior. of superior
organizational levels, to definitions in terms of organizational characteristics such
as authority (Barnes, 1960), social relations (Blau, 1954), management policies
(Stanton, 1960),. and autonomy (Dill, 1958). Finally, Frrehand and Gilmer
(1964) have defined climate as the totality of characteristics that describe an
organization, to include size, structure, complexity, leadership style, and goal
definitions. It is obvious that the directions taken in both research and
manag:ment will be closely determined by the way in which climate is conceived.

For this paper, “climate” will refer to the so-called “atmosphere” within
an organization, those properties which reflect the internal state and characteristic
ways of working. For social welfare and rehabilitation agencies, climate includes
such factors as organizational goals (Peabody, 1964), leadership practices
(Wilensky and Lebeaux, 1958), group relations (Blau, 1954), policies (Vinter,
1967), and autonomy (Cruser, 1958; Lindenberg, 1957). It is also possible to
include style of decision making (individual or group) and ways of exercising
control.

It is evident that climate possesses potential for significant effects upon
C workers and worker performance.. itﬂ-?cample, Forehand and Gilmer (1964)
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contend that climate can affect behavior by (1) defining stimuli which confront
an individual, (2) placing constraints upon the freedom of choice of behavior, and
(3) rewarding or punishing behaviors. For all of these categories, Forehand and
Gilmer cite examples of the effects upon behavior.

The greatest weight of findings in this area is in the direction of conditions
which encourage greater selfactualization. Thus, in general, organizational
conditions which provide emotional security, knowledge of requirements and
performance standards, and optimum independence for employees seem to lead
to greater satisfaction, morc positive attitudes, and loyalty to the organization.
However, some evidence suggests that this general ﬁnding may be more true for
‘white-collar than for blue-collar workers and, within white-collar ranks, more for
professionals than for clerical personnel.

It appears that organizational climate has parcicular significance for social
welfare and rehabilitation workers. The professionalization of workers, the need
for professional stimulation, difficulties in providing clear-cut standards for
quality of performance, these and other factors inherent in social and rehabilita-
tion work make climate a critical ingredient in worker isfaction and
performance (Scott, 1965). Thus, the worker’s preference for discharging his
professional function throtgh a definite and circumscribed role may or may not
agree with an agency’s policy concerning the assignment of activities among
personnel and may create a variety of confusions and conflicts for the worke.
(Loewenberg, 1968). The professional value of dedicated, selfless service may
come into conflict with an agency policy concerning the limitation on services to
be provided. Social workers tend to concentrate in agencies whose climates are
most compatible with professional values and standards and to avoid those where
major incongruities exist.

Three components of climate which exert extremely potent effects and
which are especially relevant for social welfare and rehabilitation organizations
will be discussed separately, The comgcnents are orianizational goals, group
relations, and Ieadership.

Organizational Goals

adjusting to environmental changes without losing their basic characters and
distinctive capabilities. On the one hand, if goals around which the activities are
mobilized are retained despite environmental change, there may be losses and
inefficiencies, or even threats to survival. On the other hand, if goals are changed
frequently, there is the risk of members losing sight of the principal mission of the
organization (Katz and Kahn, 1966). Peabody (1964, pp. 66-68) cites an example
of how conflicts about goals resulted in differe-ces in performance among social
workers with regard to whether emphasis was placed upon service to clients or

upon financial assistance.
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The relevance of organizational goals has been emphasized by such
theorists as Liker. (1961), March and Simon (1958), and Cyert and March (1959).
The importance of goals lies in the necessity for the efficient conduct of complex
organizational activities and for keeping activities on the track. Tk us, March and
Simon have stressed the importance of clear operational goals. They : ue that
where there are shared goals, there is less likelihood of conflicting actions by
members, and differences about actions to be taken are more likely to be resolved
by rational analytic processes. Where goals are clear, operational, and shared,
there is less differential perception of the optimal courses of action. Despite this
emphasis, however, there is evidence of wide differences in the degree to which
orgarizations rely on goals (Selznick, 1957) and of concomitant variations in the
degree to which there is conflict arising from uncertainty about goals (March and
Simon, 1958).

The most notable effect of goals may be with regard to the extent to
which personnel internalize ther: and thus activate behavior not prescribed by
specific roles (Katz and Kahn, 1966). The motivation to achieve organizational
goals stems from the individual’s involvement with them (Likert, 1961), -shich in
turn derives from his identification with the organization (Katz and Kahn, 1966).

When goals are clear and shared, and when personnel are emotionally
involved in their achievement, conflicts, false starts, cross-purposes, and wasted
effort are reduced. The overall objectives of the organization, the goals of
subordinate units. and those of individuals will be in general harmony, and all will
be aimed toward accomplishing the mission of the organization. This should result
in mere efficient functioning of all organizational processes. Ideally there will be a
more efficient flow of communication and influence through the organization,
which should therefore result in relevant information reaching points where
decisions can best be made. As a consequence, sound dzcisions can be made on
the basis of more adequate facts, and actions can be more suited to situational
requirements. In addition, relevant parts of the organization should be more
promptly aware of problems and be able to deal with them rapidly and
effectively.

Group Relations

One of the few areas besides leadership that has been investigated with
any degree of thoroughness is the effects of group properties upon performance.
Much of this work has been summarized by Likert (1961, 1967).

When organizational incumbents work together over time, norms, status
structures, and patterns of interaction develop. These group attributes exert
lasting influence upon the ways members go about their tasks and the levels of
motivation that are achieved. The development of such properties is most
pronounced in the small, face-to-face primary groups. However, there is
considerable evidence that, even at levels above the basic work unit, there exists
-l{llCe potential for the develop.Tﬁbpf group properties. Thus, Likert (1961)
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considers the development of group properties to be especially desirable among
those individuals who “link” the various levels and groups within the larger
organization. ‘““Linking functions” are performed by individuals occupying the
formal leadership or supervisory positions.

Group relations influence execution of activities in at least two ways.
First, group relationships influence the motivation of members to pertorm the
activities. Among the properties of groups that may serve a motivating function
are cohesiveness (Likert, 1961); congruence of attitudes (Blau and Scott, 1962);
atmosphere of security and evaluation standards (Blau, 1954). As one example of
the motivational effects of group properties, Blau (1954) found that competitive-
ness among members varied with these properties and was manifested most
strongly in the hoarding of information. Simiiar information-withholding prac-
tices have been noted by Argyris (1962). Second, group relations determine the
extent to which members develop shared perspectives concerning organizational
problems and expectations.

Group relationships and their effects have been studied and discussed to
such an extent that they need no further elaboration here (see Likert, 1961;
Golembiewski, 1965). Suffice it to say that both intergroup and intragroup
relationships are critical to the motivations, attitudes, and performance of
members of any organization. They are equally critical to social welfare and
rehabilitation workers.

Leadership

All organizations endeavor to enforce dependable role behavior, but
organizations differ markedly in the extent to which they do this successfully and
in the way it is accomplished. Most of the variation occurs because of differences
in leadership or supervisory practices.

Leadership is one of the most widely discussed areas in organizational
psychology (Dubin et al., 1965; Gibb, 1969; McGregor, 1960, 1967; Likert, 1961;
Schein, 1965). Yet surprisingly little has been accomplished within the specific
context of social welfare and rehabilitation work. Many of the probiems and
contradictions which have been raised with regard to other types of organization
apply equally to social welfare and rehabilitation workers. As just one example,
one of the most intensively studied hypotheses concerning organizational
leadership climate states, “An organization in which influence practices re
participative, democratic, and unstructured will differ from one whose practices
are nonparticipative, authoritarian, or structured.” The prediction has been that
productivity and satisfaction would be higher in the first type of organization.
Evidence to support this hypothesis has been summarized by Likert (1961).
However, there is other evidence that the hypothesis may hold for satisfaction but
not for productivity (Blau and Scott, 1962; Morse and Reimer, 1956). There is
also evidence that it may be true for some jobs or parts of an organization but not
for others (Leavitt, 1962). o
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The above issue has direct relevance for social welfare and rehabilitation
workers because of the high emphasis upon professional ethics, standards, and
practices. In tais work, much of the power of a supervisor accrues from the
infermational vantage point provided by the position and from whatever special
expertise is possessed, as well as from the authority to make decisions, control
rewards, and evaluate performance. On the other hand, professional workers take
pride in their technical skills and prefer initiative and self-direction to close
control and direction from supervisors. ,

Strain may arise from conflicts between the organization’s need for
supervisory control and the nonauthoritarian ideology characteristic of social
work. This ideology, when coupled with the necessity for professional workers to
make technical decisions in the course of their work, can result in a significant
downward shift in the level of decision-making power in the organization. If a
supervisor views this downward shifting of power as reducing his effective
authority, he may encounter serious role conflicts, Under such conditions, the
caliber of supervisory leadership that is available may be a critical determinant of
both performance and satisfaction. : , '

As stated earlier, research on leadership specific to social welfare and
rehabilitation agencies is in short supply. However, a recent study (Aiken et al.,
1970) has shown that, for rehabilitation councelors, the most important aspect of
employmeut in state rehabilitation agencies is the interpersonal relationship
hetween supervisor and counselor. In this study, behavior of suprrvisors was a far
more important consideration in worker satisfaction than working conditions or
the reward system of the agency. /

Thus supervisory leadership is a critical determinant in the satisfaction and
performance of social welfare and rehabilitation workers, and this factor appears
to warrant much more research and management attention than it has rececived.

ROLES

In any organization, there must be dependable activity; the great potential
variability in human behavior must be reduced to a limited number of predictable
patterns. In short, the assigned roles must be executed in ways that meet some
standard of quantity and quality,

The concept of role appears to be a major means for explaining individual
behavior in organizations and for linking such behavior to organizational
performance. Roles are at once the building blocks of social systems and the
frameworks of requirements with which such systems control their membaers.
Each person in an organization is linked to other members by the functional
requirements of his role, which are implemented through the expectations those
members have of him. He is the occupaat of that role, and an organization
consists of a number of such roles, one or more for each person in the
organization. It is important to stress that roles are ideational; i.e., they are ideas
about how behavior ought to occur rat eitTn being the actual behavior.
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The efficient functioning of organizational processes appears to be
determined in large part by the role perceptions of individuals in key positions.
The problem-solving, decision-making, and adapting processes are affected by the
extent to which there are clear, accurate, and shared perceptions of role
requirements by all members of the organization.

In particular, complications may arise in connection with role conflict and
role ambiguity (Kahn et al., 1964). Role conflict occurs within the occupant of a
position when he receives contradictory externally sent role expectations from
the occupants of two or more other positions. It may also be generated by a
conflicting combination of externally sent expectations and the perceptions of his
role held by the occupant. When either of such conflicts occurs, the individual
may be unable to perform his functions in coordination with the similar functions
of other personnel. For social welfare and rehabilitation workers, an especially
intense type of role conflict may arise from discrepancies between an agency’s
limited service goals and the worker’s relatively unlimited commitment to service
to clients.

Data from a national survey indicate that role ambiguity is a scurce of
difficulty for a substantial number of people (Kahn-et al., 1964). Role ambiguity
is a direct function of the discrepancy between the information available to a
person and that which is required for adequate performance of his role. One of
the greatest problems in effective role performance lies in the person’s inability to
anticipate clearly the consequences of his own acts. Clarity and predictability are
required for effective performance. Yet in complex social systems, despite their
characteristic empliasis upon authority and procedures, clarity and predictability
are often difficult to achieve.

For social welfare and rehabilitation workers, ambiguity occurs most
frequently in connection with those roles involved in execution of their
professional functions. In the course of processing information, solving probiems,
making decisions, and implementing decisions, clear standards for appropriate
actions are frequently not available. Accordingly, ambiguity may lead to
inappropriate, inudequate, . - ‘nsufficient action. Ambiguity thus poses a difficult
problem for both the individual and the organization.

NORMS

An often neglected set of requirements in organizations includes those
actions not specified by role prescriptions but which facilitate the accomplish-
ment of organizational goals. The organizational need for actions of a relatively
spontaneous sort is inevitable. Planning, procedures, and role prescriptions cannot
foresee all contingencies and cannot anticipate all environmental changes. The
resources of personrel for innovating and for spontaneous cooperation are thus
vital to effective functioning. However, this spontaneous behavior requires some
control which cannot be provided by the more formal role prescriptions. Norms

serve this function. S 2
) . ]
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mast, of the members, When well developed, this superstructure of customs,
standurds, and values regulates the behavior of members and provides them with

well advised to develop Sensitivity to the norms existing within their organizations
and to take them into account in decisions and actions. When diagnosed
accurately, norms can be used for constructive support in obtaining desired

broad generalizations based either on the exXperience and insights of the theorist
Or on descriptive one-case analyses of single organizations. There } as been very
little Systematic, comparative study of causal relationships.

1. Propositions assuming that organization members, and particularly
employees, are Primarily passive instruments, capable of performing
work and accepting directions, but not initiating action or exerting

influence in any significant way.,

2. Propositions assuming that members bring tc their organizations
attitudes, values, and goals; that they have to be motivated or induced
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to participate in the system of organization behavior; that there is
incomplete parallelism between their personal goals and organizational
goals; and that actual or potential goal conflicts make power
phenomena, attitudes, and morale centrally important in the explana-
tion of organizational behavior. |

3. Propositions assuming that organization members are decision makers
and problem solvers, and that perception and thought processes are
central to the explanation of behavior in organizations,

It should be noted that Categcry 1 encompasses the bureaucratic theories,
as well as the many other theories and propositions concerned with structures,
procedures, policies, and other formal aspects of organizations. Category 2
summarizes a large number of studies in psychology and sociology that have
stressed the nonrational forces at work in organizations that are committed to
operating on the basis of rationality and discipline, to include the group and
individual theories discussed earlier. Category 3 includes decision theories and
covers those studies devoted tc the analysis of strategies and choice.

As March and Simon make clear, there is nothing contradictory about
these three sets of propositions. Organizations involve all of these things.
However, this is precisely the problem with many organizational studies. Whereas
an adequate explanation of organizational behavior will have to take account of

. the structural aspects, the motivational and attitudinal aspec*s, and the rational
aspects, most researchers and theorists have focused on only those partial
elements that seemed particularly ~‘gnificant for their interests. The result has
been, to say the least, an imperfect picture of organizational behavior.

This result suggests that present ways of thinking about organizations may
be seriously inadequate. Bennis makes this same point when he concludes:

It is no longer adequate to perceive organization as an analog to the
machine as Max Weber indicated. ... Nor is it reasonable to view the
organization solely in terms of the socio-psychological characteristics of
the persons involved at work, a viewpoint that has been so fashionable of
late. Rather, the approach that should be taken is that. . .organizations are
to be viewed as “open systems” defned by their primary task or mission
and encountering boundary conditions that are rapidly changing their
characteristics (1966, p. 46).

It is apparent that the emphasis upon process has come mainly from
theorists rather than researchers. This is understandable since processes are not as
amenabie to the segmentation characteristic of most research efforts. In order to
gain control over the phenomena under examination, researchers are prone to
break large problems into small parts which can be studied separately. Yet the
complex interactions between processes do not permit this to be done readily.

Probably a more significant reason for the dearth of research on
organizational processes is that many of these processes appear to be mediating
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variables between inputs and outputs. Situations involving mediating variables are,
of course, more difficult to analyze than the simpler independent variable/
dependeiit variable relationships typical of most studies.

The conventional study attempts to treat some single dimension, such as
cohesiveness or leadership, as a predictor variable and then examines the
relationship of this factor to some criterion, such as organizational performance
or employee satisfaction. Performance and satisfaction are the dependent
variables. Although most of the studies concerned with social-psychological
variables have been of this sort, findings have not been sufficiently consistent to
demonstrate clear-cut relationships. The reason may be that the studies have been
too simply conceived.

However, when the problem is broadened to include mediating variables,
more facets become clear. In social welfare and rehabilitation agencies, there
appear to be three broad classes of variables which must be studied simul-
taneously if useful knowledge is to be obtained. The classes are: (1) impact
variables; {2) mediating variables; and (3) dependent variables.

Impact variables are those factors which could be classed as input,
predictor, or independent variables. They are those factors within the organiza-
tion which can be changed or manipulated through management decision,
training, or other actions of organizational representatives and thus impact upon
or influence the other classes of variables.

Within the broad class of impact variables, there are two major types:
(a) factors more or less related to one of the structures of the organization—
formal, power, communications, status, and functional structures; (b) factors
contributing to organizational climate. Climate consists of those factors which
reflect the irternal state and characteristic ways of working of organizations.

Mediating variables are those attitudes, perceptions, and motivations of
personnel which affect performance and employee satisfaction. Included are
professional and work attitudes and values, roles and role perceptions, per-
formance goals of workers, motivations, - -d organizational loyalties.

Dependent variables are the various aspects of employee performance and
job satisfaction, considered as two more or less independent factors.

Figure 1 shows each class of variables and their component factors.

The dependent variables (performance and satisfaction) are largely
influenced by the mediating variables. Other things, such as ability and training,
being equal, if the mediating factors are favorable, worker performance and
satisfaction should be higher. Favorableness of the mediating variables, in turn,
will be affected by impact variables—strictures and climate.

Genuine understanding of how organizational variables influence the
performance and satisfactions of social welfare and rehabilitation workers requires
simultaneous measurement of all of the factors shown in Figure 1. As will be
demonstrated in the following discussion, this task is not as tremendous as it
might appear at first. However, it is essential if the limitations of earlier research

are to be avoided. 1 1 5
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Figure 1

Variable Classes and Component ) actors

IMPACT VARIABLES MEDIATING VARIABLES DEPENDENT VARIABLES
Structures: Role perceptions Performance:
Formal Norms Quality
Power Attitudes Quantity
Communications Maotivation Turnover
Status Values Absenteaism
Functional Goals (performance)
Reference groups Satisfaction:
Climate:
With work
Goals (organiza- With supervision
tional) With job
Policies With other employees
Leadership With organization
Group relations With potential for
Autonomy : self-actualization
Decision-making
practices
Control
Emphasis (goal vs.
task)

There are a number of possible ways for making systematic observations
within organizations. One alternative is to conduct intensive, naturalistic
observation of one or a few organizations (Argyris, 1958). Observation of actual
ongoing activities provides a researcher with a sensitive understanding of the
particular organization under study and develops quite rich clinical insight.
However, the practical expense in time and personnel, as well as the difficulty in
pursuing such a study with a representative sample of organizations, usually
preciudes use of naturalistic observation, eaxcept perhaps as a short pilot
investigation preliminary to a more comprehensive study.

One infrequently used method involves experimental manipulation of
certain variables within one or more organizations. For obvious reascns, it is
exceedingly difficult to obtain agreement from managers fo: the manipulation of
real-world variables. Accordingly. for most studies, this methou is impractical.

A third method involves devel: pment of indices of objective properties of
rrganizations through examinations of records, organization charts, et.., and
comparing the organizations on the indices or correlating the indices with
measures of other variables. Thus it is possible to begin with an abstractly defined
concept and develsp indices which reflect that concept. As an example, hierarchy
of authority can be measured by develaping such indices as ratio of supervisory to
nonsupervisory personnel ¢~ number of levels in the organization. In this way,
objective measures of certain concepts izﬁ be aeveloped and, if desired,
N - -
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dimensions can be constructed whichk enable cither measurement of single
concepts or derivation of a profile of the organization. Such indices are most
objective in connection with formal structure.

A final method involves measurement of variables through questionnaire
reports of the perceptions of vrganizational members (Likert, 1961). This method
produces indirect measures of factors in that the responses are the perceptions of
personnel. However, for climate and mediating variables, the perceptions of
personnel are: reality insofar as they influence performance and satisfaction.
Accordingly, perceptual measures are the method of choice for measuring these
variabies.

Therefore, through one properly constructed questionnaire, administered
to all or a repr- :tative sample of employees, simultaneous measures of all
climate and mediating factors, some nonformal structural factors, and employee
satisi. ction ca sbtained. Objective indices of formal structure and employee
performance ob...ued from records would complete the rejairements for data.
| Pugh and his associates (1963, 1968) have described a procedure for
'developing dimensions whereby an organization can be placed on a s:ale (e.g.,
10 points) with regard to any factor. It then becomes possible to develon profiles
which provide a description cf the organization. The derivation of scores on the
dimensions makes it possible to perform multivariate correlational analyses. This
statistical method provides indices of relationships between all factors {(simple
correlations), “pure” indices of the contribution of each factor or cluster Gf
factors to criteria (partial correlations), and indices of best combinations of
variables for predicting criteria.

In this way, a more complete understanding of the effects of organiza-
tional factors upon social and rehabilitation workers can be obtained.

IMPLICATIONS FOR MANAGEMENT

Social and rehabilitation organizations run a wide gamut with respect to
size, mission, geographical dispersion, and personnel. Thercfore the r.ature of the
specific organization will determine, in large parc, the kinds of problems that are
encountered by managers. The specific nature of the problems requires that
managers be concerned with particular cases, with diagnosing unique situations
and taking actions to improve or correct them.

Carried to the extreme, this insistence upon the specificity of problems
would render hopeless any attempt to generalize about management, cven at very
broad levels. The saving factor is that the problems with which managers in social
welfare and rehabiiitation agencies must be concerned all occur in organizations.
Whatever their specific nature, all such organizations possess certain common
underlying properties which must and can be manipulated by managers.
Regardless of the type of agency, or kin? of sub-unit within an agency, a manager
must make sure that objectives are established, plans are made, a structure is
formed, personnel are assigned aad trained, and policies and procedures are
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developed. Furthermore, he must establish levels of responsibilicy, set up
mechanisms for coordination, delegate authority, direct sub :dinates, provide
stimulation and inspiration for personnel, exercise contro!, maintain high levels of
motivation and morale, and constantly adjust the activities of his organization to
broader changes in its programs and its environments. Fulfilling these and similar
responsibilities is necessary regardless of the type of organization being managed.

In this regard, it is useful to view an organization as a system. The basic
notion of a system is that it is a set of interrelated parts. Also implicit in the
concept is a degree of ‘“wholeness” which makes the whole something different.
from, and more than, the individual units con-idered separately.

One of the most significant ways in which the system concept is useful to
managers is in the consideration of subordinate units as parts of the system. This
includes divisions, departmercs, sections, etc., which aprear on the conventional
organiz.tion chart. Also included are ad hoc committees, boards, and other
groups that have official status but are frequently not shown on the chart.

Thinking of an organization as a system offers at least two benefits :o
managers: (1) it focuses on the relatedness of activities carried on by different
individuals and units; (2) it emphasizes the fact that, to meet the particular
requirements for accomplishment of the organization’s goals, each sub-unit must
receive as careful attention in its development as does the overall organization.
This is important because each part of a system affects, and is affected by, every
other part. _

Therefore the essence of the manager’s job is not simply the solution of
individual problems in specific areas but, rather, achieving some mecasure of
integration among the many subsystems that form the organization. A manager
mnust be constantly concerned with how things relate to each other. He must not
only try to d- cide on and maintain the proper balance between the segments, but
he must also preserve harmony and cooperation among them.

A systems view is especially useful in appr. iching procblems of the
pc- formance of personnel. For example, it i often customary to consider such
factors as goals, morale, or conmunications as independent factors, each
contributing to performance on the basis of direct cause-effect relationships. Thus
a managcr who pursues tlie -ause-effect apvroach tries to find one or more factors
which can be taken as *“causes” of certain occurrences. He nmay conciude, for
cxample, that a certain morale condition within a dej rtment is the cause of poar
perforimance. Another man might conclude that poor communication was the
cause. Any number of such factors could be cited as causes, individually or in
combinacion, of poor performance; yert, every presumed cause can be shown to
have the given effect only under certain conditions and not under orhers.

On the other hand, a systems view of organization recognizes the mutual
dependence of various contributing factors. The formal structure affects, and is
affected by, the objectives of the organization. Objectives affect, and are affected
by, morale. Moraie conditions affect, and are affected by, performance levels
within the organization. 118
Q
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Thus, a change in objectives may be accompanied by changes in morale
and performance; a change introduced into morale will be accompanied by
changes in perforniance and, perhaps, in objectives. Similarly, a change introduced
into tiie formal structure will have its effects upon objectives, morale, and
performance. It is the interrelation of these elements that constitutes the total
pattern of organization, which is what a manager is attempting to influence.

DEVELOPING AN ORGANIZATION AS A SYSTEM

Probably the single most significant function of a manager in a social
welfare or rehabilitation agency is the development and maintenancs of the
organization as an integrated, viable, cohesive system of activities and relation-
ships. Since such agencies have no products other than service, it would appear
that the principal function of Mmanagement is to create those conditions within the
organization that will best enable the delivery of the service.

Few aspects .t management are so important, yet so badly misunder-
stood, as the prchlem of organizational development. When the question of
developing an orgruization arises, thiere is a tendency to think only in terms of
clearly enunciated }solicies a2nd procedures, well-defined responsibilities for
individuals and u-:,, and smoothly functioning channels of authoerity and
communication. In short, there is a tendency to think solely in terms of the
machinery of efficiency rather than the dynamics of effectiveness.

An organization needs a formal structure, with its concomitant proce-
dures, in order to estabiish stability so that the activities of its personnel will be
predictable. Thus most organizations are composed of members who occupy
positions which are differentiated as to responsibility for various activities.
Organization chatts, procedures manuals, and directives give definition to these
differentiated responsibilities and to the working relationskips supposed :o exist
between members occupying different levels of accountability.

However, effective organizational performance is not made possible solely
by definitions of authority and responsibility. Formal definitions and their
accomparn ing procedures coordinate positions or specialized activities and not
pesons. The formal structure can never anticipate all the actions of individual
me bers, and the relations outlined in an organization chart only provide a
framework wichin which fuller and more spontaneous human behavior takes
place. Limitations of abilitv, fluctuations in motivation, breakdowns in commu ni-
cation, personal conflicts, failures in coordination, and similar problems disrupt
the ideal patterns of performance and relationships that are stipula-~d by
organization charts and procedures.

Therefore, management has the "job of transforming an engineered,
technical arrangement of people and units into a functioning entiiy. A manager
1ust know how to integratc: this system of activities and relationships so that
conditions are most conducive to effective performance.

i13
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Development and maintenance of an organization as a system call for a
number of closely related activities by a manager. Taken together, these activities
contribute to creation of a climate which will exert positive effects upon both the
performance and saiisfaction of personnel. The activities are:

Formulating objectives and a rule for the organization.
Developing core personnel.

Formulating ground rules for working.

Developing an effective communication system.
Promoting a high level of motivation,

Setting standards cf performance.

O\m:hwl\:v-l

Formulating Objectives and Roles

The necessity for careful formulation of objectives and a role for an
organization has long been a fundamentai corcern of managers. Indeed, the
necessity for clear and unequivocal objectives is so much accepted these days that
their very real utility as cun instrument of leadership may sometimes be
overlooked. This can be unfortunate because a manager who fails to utilize
objectives effectively wastes a potent tool for influencing his organi.ation.

Objectives serve th -~ important functions of providing an organization with
direction and of mobilizing efforts arcund common aims. It is impossible to
effectively organize the activities of numbers of pcople unless they have a
common target ot set of targets toward <vhich they can strive, around which they
can focus their efforts, and against which they can evaluaze their accomplish-
n:ents. Furthermore, wh: never members of an organization become attached to
an objective because of its significance to them, the result is a prizing of th.c
objective for its own sake. Therefore it changes from an impersonal target to a
valt~d source of satisfaction. Tn these ways, objectives serve both cognitive and
mou.vational functions. _

Obijectives represent the specific things which an organization is trying to
accomplish. They are usually fairly long-term and provide members with
incentives for accomplishment. Since objecti ves give direction to the efforts of the
organization, a manager must play a vital role in their formulation or, if they are
assigned to him, in making them mcaningful for his perso.inel by interpreting
these aims to everybody in such a way as to win suppert for them. Thus the
character of the organization is shaped and sensitized to ways of thinking and
responding so that objectives become concrete operational targets tov.. 'd which
all effors may be directed.

Objectives are statements of inten. " sually say necsn o about the
mode of their achievement. Therefore, folc./ing from = « - :.-.defining
ac-'vities, a manager must also identify and make - . - mal rthe role of his

O1g...ization as indicated by the objectives.
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" Role definition is, in effect, a decision bjz an organization or its leaders
regarding how it ought to function. This involves estimates of its relationships
with other organizations (including the demands to which it should respond), of
the means to be used for achieving its objectives, and of its capabilities,
potentialities, and limitations.

As conditions change, roles may shift. This necessitates periodic reevalug: .
tion by a manager. If reassessment is 1 ~t carried out, changed conditions can
result in the performance of activities which are no longer relevant or which, in
the new situation, conflict with those of other agencies.

Insofar as possible, roles should be prescribed when an organization is
activated. When this can be done, the only problem remaining is to insure that
frequent reassessment occurs to adapt to changing conditions. When, however,
organizations that are based on new concepts are activated, as happens frequently
in social agencies today, roles must often be worked out on the basis of evolving
experience, and leadership of a high quality is required.

Developing Core Personnel

- An important activity in managing an agency as a system is the
development of a core of personnel, homogeneous as to outlook, attitudes, and
motivation, who will occupy the key positions. This core group may include staff
personnel, subordinate managers, and the occupants of critical positions at many
levels. When developed properly, t serves as the nucleus around which the
organization can be built. These individuals reflect the basic outlook of the
organizat.on and insure that the development of derivative policies and practices
will be guided by a shared perspective.

The development of a core group may involve recruitment and will
certainly necessitate the selection of personnel who appear to meet both the
te-hnical and personal requirements of the particular organization. Of even more
importance, however, it indoctrination of key people and definitions of the
responsibilities, roles, and 1elationships that are supposed to exist between both
individuals and units. This may be accomnplished by “srinal statements, but it is
more effective when developed by the sharing of experiences during which
expectations can be communicated more clearly and less formally.

An important activity in both the development of core personnel and in
the generai promotion of organizational performa..ce is traiaing. The devc')pment
cf a high level of proficiency within an organization is ulcimately a training
process which involves two aspects.

The first invoives the inculcation and perfection of technical skills, mainly
accomplished through formal courses, on-the-job trairing, and the like. However,
a competent, unified organization requires more than proficiency alone. Effective
performance depends to a considerable extent on the attitudes and ways of
thinking of all personnel, especially those who occupy key positions. Therefore, a

second aspect of the training process invp_]r:& iaping the attitudes of personnel in
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directions congruent with the objectives of the agency. The greatest opportunities
that are available to a manager can be found in his daily interactions with his
personnel. At such times, he can interpret objectives and policies, transmit his
views of appropriate actions and ways of functioning, and inculcate both general
and specific perspectives relative .o the proper role and character of the agency.

In this sense, training is a constant acuivity which requires recognition of
the developmental opportunities that may be available and careful attention to
the potential effects of day-to-day experiences upon long-term proficiency.

Formulating Ground Rules for Working

Organizational practices and ways of working are matters of legitimate
concern for managers of social welfare and rehabilitation agencies. The practices
and the attitudes associated with them shape the character of the organization
and thus contribute to performance. A part of the management function involves
insuring that each individual knows what the organization is suprosed to
accomplish, how his duties relate to the organizaiion’s objectives, and what
constitute the ground rules for performing his activiri.s.

Ground rules are basic understandings which are su:pposed to be adhered
to by all concerned. Many organizations are less than ertective because basic
ground 1ules have not been clearly set furth. If ways of working are not fully
understood and agreed upon, departments spend their time competing against
each other, line and staff personnel get into each other’s hair, managers waste
their energies fighting over cloudy jurisdictions, and it all ends by everyone lcsing
confidence in the organization.

Under certain conditions, such as the activation of a new organization or
department, formal statements are useful for communicating policies about ways
of working, However, the manager’s greatest opportunities for leadership in this
area arise in the.course of daily work. It is here that he is best able to
communicate desires and attitudes relative to ways the organization should
function.

Developing an Effective Communication System

Viewed as a system, an organization is ai. elaborate network for gathering,
evaluating, recombining, and disseminating information. For this reason, com-
munication is the essence of organized activity and is the basic process out of
which all other activities derive. The capacity of the organization tc respond to
changing situations and pressures, the motivation of personnel to contribute
consistc stly and eagerly to the welfare of the organization, and tne ability of
managers to mobilize the vital human resources for accomplishment of objec-
tives—these depend in large part upon the effectiveness of communication.
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The effectiveness of organizational communication rests upon fulfillment
of several requirements. The first is that the formal communication system, which
operates through the chain of authority, must function efficiently an.. . :cording
to its design. Therefore much attention must be given to insuring that ¢veryone
receives the information .e nceds and that blockages do not develop within the
system.,
A second requirement involves obtaining uniform understanding and
compliance with formal commun’:ations. This is a problem because each of the
units within an organization has its own particular mission and certain unique
objectives. Therefore, when a communication is sent to a number of subordinate
units, each unit may extract a different meaning from the message depending
upon its significance for that unit’s mission and the things it is striving tc
accomplish.

Accordingl;, one task for a manager involves interpreting the purposes,
intentions, and reasons for everything to everybody, especially reasons for
changes that may exert drastic effects upon missions, roles, values, and the
relationships among subordinate units. Interpretation means more than merely
issuing a formal statement. The manager has to construe meanings to different
units and individuals in such a manner as to obtain both understanding and
support.
A third requirement involves regulation of the relationships which may
affect the communication process. In organizations, perscnnel are structured into
certain systems of relationships, e.g., those based on authority structures,
functional (work) structures, or friendship structures. These systeras of relation-
ships both stimulate and inhibit effective communication. They facilitate
communication because they provide stable expectations about who should
communicate with whom about what and in what manner. However, uncertainty
in these relationships can also inhibit communication. Personnel losses, transfers,
proraotions, repiacements, and new policies and procedures can modify the
relationships between people. When this occurs, comnmunication can become less
effective.

More than any other individual, a manager can govern these relationships
and, by sc doing. wffect communication within his organization. By contrclling
and regulating relatiouships, he can stabilize the communication system, thus
contributing to organizational performance.

Promoting a High Level of Motivation

The power of organized activity depends upon the willingness of
individuals to cooperate and to contributc their effores te the work of the
organization. In shert, outstanding organizational perfc.mance requires that
personnel be motivated.
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It is characteristic of many organizations that motivational problems may
be viewed as administrative ones. Thus, when such problems are identified, a
manager may attempt to handle them through administrative fiat—through the
issuance of new directives, the changing of policies, the correction of bad physical
conditions, etc. However, there is a significant distinction between these kind. of
actions, which merely reduce already existing problems, and those aimed at
developing and maintaining a positive state of . -**ude which can serve as an
active rorce for achievement.

High motivational conditions require conscivus and calculated efforts by
leaders cc develop and sustain them. A manager must use borh his leadership skills
and his organization’s resources in order to create motivational conditions which
are conducive to effective performance. The problem is that just about everything
in an organization has effects upon motivation. This suggests that every decision
and every action by a manager must be considered in the light of its possible
consequences for motivation, as well as for its effect upon operations. This is not
te say that decisions and actions which favor operations over motivation may not
occasionally be required. However, it is one thing to make a decision favoring an
objective wh.!c taking into account that motivation will likely suffer as a result.
Such awareness permits a manager also to undertake appropriate measures to
counter the anticipated drop in motivation. However, it is. another matter to make
such a decision with total disregard for its effects upon motivation.

Setting Standards of Performance

A final activity involves controlling the quality of performance through
the develc oment and communication of standards of excellence and through
inculcatior of such standards into daily activities within the orgarization. Formal
control devices are an essential tool in the management of social and
rehabilitation agencies. However, control is most _effective when.a manager
develops explicit expectations relative to the quality and quantity of performance
and communicates these expectations so that all personnel have clear standards
against which to gauge accomplishment.

For social welfare and rehabilitation workers, explicit standards of
performance are not always easy to develop. How:ver, everyone who directs the
activities of other people uc~s some frame »f refc-ence for judging whether the
work of his organization and his pursonnel is satisiactory. In certain instances,
these star-irds are hig..iv explicit; in other cases, the rerson making the
judgments cannot himself enunciate clearly the basis for his cvaluations. But,
regatdless of whether his ideas are hazy or clear, every mansoer uses some
guidelines for judging performau.s, and these standards should be a matter of

record within the organization.
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CONCLUSION

Until recently. systematic knowledge of the type most needec! for the
management cf social welfare and rehabilitation organizations has been limited by
the tralitional approaches in koth sociology and psychology. In sociology, there
has been a notable lack of interest in 1esearch in which organizational variables
could be controlled and manipulated. On the other hand, psychology, with its
more experimental approach, has generally neglected the formulation of
systematic research problems in the broader setting of functioning organizations.
it is only recently that a genuine hybrid—organizational psycliology —has emerge=d
(Schein, 1965). This new area is a trur amalgamation of the sociology of
organizations with industrial and social psychology, inchiding group dynamics. It
possesses a conceptual vitality which cffers great promise for understanding
behavior within organizationz. Most important, the concepts have sigai”cant
practical implications.

Probably the greatest impact will result from emphasis upon the
interrelationships between structural and human aspects. As shown in the earlier
discussion of theoreiical approaches, there has been a decided tendency for
thecrists and researchers to stress either structure or people, usually while
ignoring the other aspect. Yet in reality neither can be safely ignored.

An organization is a number of persons performing some activity in
relation to its exvernzl environment. The way the persons are arranged in relation
to each other and the task is the structure of the organization. However, formal
structures and role definitions cannot consider Jdifferences between individual
human beings. In the same way, formal structures cannot take account of th~
deviations introduced by the human variable, and formal control mechani:
breakdown if relied upon alone. Thus the existence of deviations forces a siui
aw..y from the purely formal structure as the principal determinant of
effectiveness to a situation in which informal patterns of relationships and human
motives exert a decided influence upon performance. These human factors myst
be considered in any reasonaltle consideration of organizational behavior.

However, it also is unreasonable to consider . -ople without recognizing
the influence of tie organization upon them. People function within situational
contexts, and these contexts define and limi- behavicr. An organization is a very
potent context and, accordingly, authority structures, policies, and procadures are
important forces v hich circumscribe and channel activities. For this reason, both
individual and group behavior within an organization is simply nct the same as
that outside of it. This fact can never be ignored.

Carried over to management, this suggests that the first thing of which a
manager must become aware is that behavior in organizations is usually the
resultant of many determinants, which may include both structural and human
aspects operating togcther. To seize upon one or two factors as a basis for acticn
and neglect the rest is usualy a gross oversimplification. It can only caise the
manager to misunderstand the problem and take the wrong -~ourse for its

resolution.
Q i 2 5
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Summary of *‘Scope of Work®’ from the Request for Proposal Issued by SRS

1.

This is a request for a proposal to perform the work of zonceptual and meth-
odological development, based on existing theory and research, and field in-
vestigation for studying the determinants and consequences of differential
worker mobility and its implications for service delivery. For purposes of this
study, worker job mobility is defined as inter- and intra-agency job movement
as well as movement into and out of the social welfare and rehabilitation field.
Transfers, promotions, resignations, and other job changes are included.

The studv and interpretation of worker job mobility have long been a concern
of those researchers who have studied worker or organizational behavior and
organizational effectiveness. The importance of this phenomenon stems from
its impli~ations for costs in recruiting, selecti. g, training and placing workers,
its impacts on the quantity and quality of work performed and services
rendered, and on workers themselves. This research is directed toward an
exploration of the issues and effects of worker mobility and the identification
and exploration of critical questions about:

a. the ways in which worker mobility can be characterized that are meaning-
ful from the viewpoint of work plani ¢, organizactional management,

education and training, and worker car management and planning.
b. the ways in which different attributes he work situation and char-
acteristics of the workers relate to dif* it types of worker movement.

In order to be dealt with meaningfully, wo r job mobility —interjob, inter-
agency and to and from the field—must se characterized as a dynamic
phenomenon with different implications for .he worker and for the employing
organization and for different situations and circumstances. This characteriza-
tion must spring from a conceptual framework that depicts different types of
mobility within the context of (1) the settings in which it takes place,
(2) those workers who contribute differentially to its occurrence, and (3) the
nature of the process in which entrance into or exit from specific job or
agency employment is the end result. The adequacy of this characterization
will be ir: terms of the extent to which it:

a. explains and thus predicts mobility differentially for different types of
workers and different types of organizations.

b. allows implications to be drawn about the effect of worker mobility on
workers themselves, other staff, clients, agencies, and services rendered.
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PHASE I

1. The contractor shall identify and make an extensive review of literature on
research, theory, and practical experience as necessary to identify and inte-
grate major ideas and findings relevant to the study and as needed to generate
the conceptual framework specified below. This review shall include but is not
limited to literature pertaining to social services, health care, education, indus-
trial psychclogy, organizational theory, sociology, and labor economics.

The contractor shall integrate the findinrgs and concepts emerging from
the review and shall develop a conceptual framework and rescarch methods for
studying the dynamics =nd effects of differeri types of worker mobility with
the ultimate purpose of explaining and predicting differential worker mobility
by types of workers and type of organization and work situation charac-
teristics.

2. The conceptual framework developed;

a. Must identify and operationally define different types of worker job move-
ments that have important implications for work and worker manage-
ment and planning.

b. Must specify, organize, and allocate variables in a meaningful way in rela-
tion to the different categories of worker job movements.

c. Must capture the realities of social welfare and rehabilitation workers,
work, work settings, and management.

d. Must lead to a specification of dimensions of worker mobility and relation-
ships that are amenable to empirical study.

e. Must be coinprehensive in terms of accounting for significant proportions
of variance.

f. Must be productive of knowledge concerning the relationships among
worker mobility patterns, the work to be done by and within the
organization, and the manpower performing that work.

g. Must be useful in suggesting manipulable variables which, when intervening
in existing relationships, may come to effect changes in the field. These
criteria imply that the contractor will be able to identify desirable
methods for measuring the required variables.

h. Must have the capability of generating knowledge which may be used for
further research and have implications for policy recommendations
with respect to recruitment, training and education, werk assignments,
service programs, and workers’ educacion decisions and career planning.

i. Must define a set of dimensions which meet these criteria and enable re-
searchers to set the parameters for sampling workers to be included in
the national survey, such that the sample selected will consist of the
smallest number of workers capable of capturing the range of worker
mobility actions on the relevant dimensions.
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3. This conceptual framework shall consider the following:

a. The theoretical nature of worker mobility as an employee response to the
conditions inherent in a work setting, a response to external events, and
a “natural” phenomenon linked to the career development and growth
opportunities.

b. The theoretical nature of worker job mobility as both a characteristic of
workers and of organizations as work settings.

c. The extent to which differential mobility can be accounted for in terms of
the characteristics of the workers, organizations, agency settings, work
content, etc.

d. The nature and inzeraction of the variables that affect workers’ decisions to
take, stay in, or leave jobs, to transfer to new jobs, etc.

e. The question of saliency and worker definition of external events as
determinants of impact on workers’ mobility behavior.

f. The effect that different mobility patterns in an agency have on clients,
staff, services, agency management, costs, etc.

4. The contractor shall plan and conduct a limited field investigation designed to
supplement and extend the concepts derived from the review of the literature and
to provide indications of the relevance of the variables he has chosen and the
extent to which the patterns and relationships among his variables can be
identified in various social welfare and rehabilitation settings. The contractor shall
determine the practicality of (a) relevant research for use in proposed national
survey and (b) more intensive research on the different aspects of mobility, and
shall identify problems in further research. The determination of practicality shall
take into account the feasibility of measurement of the different variables.
Feasibility is defined here in terms of the ability to construct operational
measures of the variables within a reasonable time and cost framework. The field
investigation should be conducted concurrently with, -and be an integral part of,
the conceptual development work.

Based on his knowledge of worker mobility, research methods, measure-
ment, and social welfare and rehabilitation services and organizations, the -
contractor shall specify the number and types of organizations (public and
private, social welfare and rehabilitation service-delivery, policy, and plannin
organizations) and workers which he thinks will need to be included to fulfill the
scope of work.
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DETERMINANTS OF WORKER JOB MOBILITY AND ITS
IMPLICATIONS FOR SERVICE DELIVERY

Raymond A. Katzell, Abraham K. Korman, and Edward L. Levine*

The general purpose of the studies described in this proposal is to help
increase the effectiveness of manpower in the delivery of social welfare and re-
habilitation services. The job mobility of workers is an important element in
service delivery by their employing agencies, so that more effective management
of the factors associated with mobility should increase the effectiveness of the
delivery system. The proposed studies would contribute to this nd by developing
more complete understanding of the dynamics of worker job mobility than now
exists. This understanding will be achieved by investigating the nature, deter-
minants, and effects of job mobility arong professional and paraprofessional
workers providing social welfare and rehabilitation services.

Four major problem areas need to be addressed in order to atiain the
above objective. One centers around the nature of job mobility itself. What are
the forms and scope of job mobility among workers in this field? How can they
best be defined and measured? Do the pattern and frequency of mobility vary in
different types of agencies?

The second is concerned with the consequences of worker job mobility.
What are the effects of the several forms of job mobility in the tield of social
welfare and rehabilitation services on the employing institutions and agencies, on
their clients, on the workers themselves? In what respects does mobility have
desirable and undesirable consequences?

The third focus has to do with the antecedents and causes of the several
forms of worker job mobility. What are the personal characteristics of ‘mobile as
compared to nonmobile workers—and of workers exhibiting different forms of
job mobility? How do job content and the component tasks relate to mobility?
Are the clients themselves an influence? What are the differential characteristics
of employing organizations where given foims of mobility are high vs. those
where they are low? Do the relationships between mobility and various worker
and job characteristics vary among different types of organizations and organiza-
tional climates?

Finally, there is the problem of how the field of social welfare and re-
habilitation services, and its constituent agencies, might be altered so as to

*Dr. Katzell is professor and head, Department of Psychology, New York University, Dr. Korman is associate
professor of psychology, New York University. Dr. Levine is associate research scientist.
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improve service delivery by taking better account of the dynamics and implica-
tions of worker job mobility. Basically, what are the implications of the answers
to the previous and similar questions for policies and practices that would facili- -
tate forms of mobility having desirable consequences and curtail those having
undesirable consequences?

The following research proposal has been designed to cope with these and
related questions.

Phase I: An Overview Study of Determinants of Worker Job Mobility
A. Lite ature review and preliminary conceptual paradigm

B. Limited field investigation
1. Depth interviews with expert informants

2. Depth interviews with a selected sample of social service per-
sonnel to explere their past mobility and its attendant condi-
tions

Phase 11: Technical Assistance to the Social and Rehabilitation Service
(SRS) in Connectior with National Study

Phase III: An Intensive Investigation of Worker Job Mobili.y

The National Study will provide for a wide-scale investigation of a
limited set of phenomena relating to worker job mobility. The
Phase III study will be designed to complement it by investigating
in greater depth a larger number of factors and relationships in a
smaller sample of agencies and workers.

The target population of workers to which this proposal is aimed com-
prises professionals, subprotessionals, and paraprofessionals directly engaged in
rendering social welfare and rehabilitation services as staff members of institutions
and agencies in the U.S.A. having the delivery of such services to clients as an
ofticial goal or mission. It includes supervisors or directors of such services but
excludes members of related professions who may collaborate in serving clients,
such as physicians or psychologists, as well as support personnel of the agencies,
such as business agents aad secretarial workers.

PHASE I. AN OVERVIEW STUDY OF DETERMINANTS OF
WORKER JOB MOBILITY

The problem of worker job mobility is best formulated in terms of an
" open-system framework. Among the implications of the notiou of an open system
the most central are:

1. The dynamic nature of the phenomena uader study;
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2. The nccessity for using multivariate and multidisciplinary methods to
investigate meaningfully the system in operation;

3. The requirement that all levels of the system be considered both
separately and in combination, since they operate both separately and
in interaction with others.

With this basic or‘entation in mind, - preliminary conceptual paradigm is
sct forth in Table 1. It contains those concepts and parameters which we believe
may be of value for the study of worker job mobility of all kinds. It is our
intentior in Phase I to test out the fruitfulness of this tentative conceptualization
and thus arrive at a set of concepts, related hypotheses, and methods of measure-
ment which will then lend itself to meaningful researck. Table 1 is thus intended
as ou tentative guiding framework to help in the d=velopment of a more defini-
tive research model, and it is the attainment of this more definitive model that is
the goal of Phase 1.

The methods of Phase I will be of two types. First, we will undertake an
exhaustive review of the lii 2rature relating to job mobility. This litersture will
cover the fields of industrial and social psychology, occupational sociology, labor
economics, social work and public administration, and public and business admin-
istration. The principal steps to be tal.en to ensure comprehensive coverage of the
litezature will be a review of the landmark studies on the subject, tracing the
reterences contained therein, checking bibliographical ‘rdexes (such as Psy-
chological Abstracts and Sociological Abstracts), and guidance and review by a
Panel of experts dravn from the several relevant disciplines. An illustrative list of
key bibliographical references appears in the Appendix.

The second method to be used in Phase I will run approximately concur-
rently with the literature review. It will consist of a limited ficld investigation
which will have as its major purpose the determination of whether our concept
development and identification of relevant, impcrtant, and defiritive variables for
investigation corresponds with that of individuals who =re knowledgeable con-
cerning the world of social welfare and rehabilitation services. On the basis of this
limited field investigation, which is described more fully later, we will make
appropriate revisions in our research model. It is this final model that will be used
as the guiding framework for the more intensive investigatic n proposed below for

Phase III.
LITERATURE REVIEW AND PRELIMINARY CONCEPTUAL PARADIGM

As indicated, the first part of Phase I will consist of a comprehensive
study of the research literature of the various relevant disciplines in order to
refine and improve the tentative schema listed in Table 1 into a more definitive
model for research investigation. Since we will be using the variables and concepts
listed in Table 1 as preliminary guiding variables around which to organize our
review, we will provide here a descripti .1 as to how we conceptualize these
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Determinants of Worker Job Mobility 143

variables at this time and why w_ helieve them to be relevant. (It is, of course,
possible, and indeed likely, that our conceptualization will change as a result of
our review and deliberations and as a result of our development of a more defini-

tive model.)

Variables in the Paradigm

Worker Job Mobility: The Central Concept

Mobility takes a number of forms. Within eack agency there are
four possible moves by an employee: (1) entry, in which the individual is
recruited and selected; (2) lateral, in whichk the individual takes on dif-
ferent duties and/or job title at the same hierarchical level; (3) upward, in
which the individual receires a promotion; and, prob=bly less frequently,
(4) downward, in which the individual is demoted to a lower rank or takes
on simpler duties.

The same four types of movement also characterize interagency
mobility.

Further, mobility may take the form of leaving the social welfare
and rehabilitation services field. When this happens, it is important to
ascertain the new occupational status to which the worker moves.

In each of the foregoing forms of mobility, the worker may move
voluntarily, as when he decides to continue his education or accepts what
he regards as a better job. Or the worker may move involuntarily, as when
he is laid off or transferred.

At the outset, all forms of worker mobility must be studied
separately, for both the causes and consequences of job mobility may be
quite different for cach form.

Consequences of Job Mobility

Worker mobility is both a direct and indirect cause, singly and in
conjunction with other system characteristics, of several consequences.

For the entire social service field and for each individual agency,
delivery and costs of services may be affected. The extent to which these
are, in fact, influenced by job mobility would be determined.

On the other hand, some critical degree cf movement of workers
within and between agencies and out of the field altogether may be essen-
tial to orga:izational and agency creativity, and to their capacity for
accommodating to changing conditions.

For the individual, the movement from job to job, in the most
inclusive sense of the term, can be quite disruptive. On the other hand,
many of his goals anJd demands may be better satisfied by changing jobs;
his degree of self-actualization, social status, and salary level may be
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increased by moving from one job or agency to another, or one career to
another. His satisfaction with his job and his life, as well as his mental
health, may thus be affected. Indeed his expectation of such positive
changes may have impelled the move in the first place. (Antecedents of
job change are discussed below in more detail.)

The clientele are affected as well. This may occur on the level of
the individual client, as when a caseworker who has developed rapport
witi: his clients must be replaced by a “stranger.”” On an agency level, the
capacity of all agencies to deliver services would be adversely affected by
excessive job mobility or benefited by certain forms of mobility, such as
entry of better-qualified personnel.

Antecedents of Job Mobility

Worker ;ob mobhility may be viewed as a dependent variable with
many antecedents. These antecedent factors, some of which have already
been the subject of research while others have not, may be grouped under
four subtopics.

Factors in the individual. Three categories of individual character-
istics related to worker mobility may be noted: ability, motivation, and
demography.

Ability incorporates the individual’s aptitude for the field, his
formal training and other prior preparation, 2nd his prior work
experience. It has been shown that ability to perform a job or task is
related both to overall sarisfaction with and success on th~ iob, and there-
fore affects the individual’s propensity to r~- ob. Also, his
suitability for other positions both within anc ¢ wn. warvice field is a
function of his ability. A good worker is actively sought by rival organiza-
tions from various spheres of activity. His level of aspiration may also
change as a result of his perceived competence. This should alter his
willingness to stay at a given position. On the other hand, incompetence
would lead to termination or discouragement.

Motivation encompasses all the determinants of worker mobility
based on the employee’s needs and goals. At the level of individual choice,
the worker must decide on the alternatives open to him in terms of the
expected satisfactions and need fulfillments (or dissatisfactions and need
fru.trations) offered by each. These expected satisfactions or dissatisfac-
tions may operate through two motivational systems—equity and optim-
ization. Both may energize the individual’s behavior. The equity or
balance mechanism would steer the individual to a job which maintains his
position with respect to his self-concept relative to some reference group.
For example, an individual may choose an occupation, not because he
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likes it or because it pays well, but because his social position or com-
p y 3 " . 3 P -
petence demands that he choose it. The equity motive may thus be satis-

fied.

On the other hand, optimization of outcomes is another source of
job choice. Jobs paying well, or which on balance satisfy a vari:ty of other
needs, would be chosen by the optimizing individual.

Personality, values, and the self-concept (especially the level of
esteem one has for himself), and perceptions of the world of work, all
affect the motivational complex which is operative at a given decision
point. Elaborating somewhat on the v:riable, “perception of the world of
work,” with so many occupational groupings and jobs within groupings
available to choose among. individuals must pick their jobs accordi~a to a
somewhat stereotypic view of them. Discrepancy between the individual’s
expectations about a profession anc the actual work and rewards involved
may in itself lead to mobili-y.

Demographic charscweristics of workers may also underlie job
shifts. Age, race, sex, social ciass, tenure, and birth order have been shown

to be associated with job m«{ility.

Group parameters. Ever since the research of Elton Mayo and his
colleagues, the work group has been seen as a force to be reckoned with.
Group cohesiveness, the re: :!tant of forces tc keep membership in a group
vs. the forces to withdraw, can of itself influence worker mobility. The
informal work group(s) may be so cohesive that, despite all other factors
which would dispose a woricer to leave the organization, he stays on.
Group norms, “pecking orders, ‘cliques,”” and the instrumentality of
membership in a certain group for ge* .4 ahead all affect the type and
amount of worker mobility in an organization.

-Organizational parameters, including the job content. The organi-
zation provides many ir fluences on individual need satisfactio:i, individual
performance, and growth, all of which may affect job mobility.

On the level of the individual job, the worke:’s pay, benefits,
working conditions, colleagues, supervision, and advencement are iden.
tifiable and measurable sources of satisfactior and achi vement. Moreover,
the content of the work itself, as much research has demonstrated, is a
major determinant of such outcomes. Still another factor is the extent to
which rewards are contingent upon good job performance and/or a high
ievel of effort. Moreover, the provision for the individual of meaningful
career development and further training (where desired) is also crucial for
professional men and women.

Global organizational characteristics which may cause worker
mobility inclule the distance ¢ the work place from the worker’s
residence, the stated and implied goals and missions of the organization,
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the degiee of their accomplishment, and the organizational climate, such
as its power structure, communication nets, and status hierarchy. The
organizational climate may do several things:

1. It may change individual satisfactions.

2. It may cause layoffs and dismissals because of faulty organiza-
tional functioning.

3. It may aifect the individual’s level of aspiration.

4. It may alter the individual’s personality, including his values,
needs, and self-esteem.

It is expected that the investigators of the organizational contexts
and work taxonomy will provide measures for many of these variables.

External factors. Several factors external to the worker and the
organization may result in movement of workers. Among the more general
are the labor market and the state of the economy. Also, community
problems and needs may or may not match the qualifications or interests
of agency personnel. Personal and family circumstances further cause a
type of mobility. Changes in the social welfare and rehabilitation field
itself, such as more stringent educational requirements for entry, may
affect the number of applicants to the field and the desirability of a social
service position. Funding from government and private sources is also
likely to be an influence on job mobility.

Illustrative Nomological Net for One Class of Worker Job Mobility: Voluntary
Leaving of the IField of Welfare

Let us at this point attempt to connect and relate the variables described
in the sections immediately preceding. This may be seen to be equivalent to the
«:stablishment of links between the columns of Table 1.

The fundamental purpose of a theoretical framework is to enable the
prediction of some phenomenon. In this instance, the framework should make
possible, on the basis of knowledge of various antecedents or causes, the predic-
tion of the probability that a certain event (a change in a worker’s job status) will
or will not occur. More particularly, since there are various forms of worker job
mobility as noted in Table 1, the framework should enable the prediction of the
likelihood of each form of mobility relative to other forms, including non-
mobility. In short, the framework to be built during Phase I will endeavor to
differentiate each of the several forms of worker job mobility from each other
and from nonmobility in terms of certain sets of causal variables. It would there-
fore make possible probability estimates of which workers in which agencies
would, in a given period of time, experience each of the several forms of job
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mobility or nonmobility. This it would do on the basis of the puarticular constella-
tions of antecedent variables that research reveals to be causally linked, directly or
indirectly, to the mobility phenomena. These causal linkages constitute a
nomological net.

One tentative nomological net underlying the conceptualization set forth
in Table 1 can perhaps most meaningfully be discussed in the context of how a
particular form of worker job mobility may be differentiated from other forms
(and nonmobility) in terms of their different causal dynamics and their con-
sequences. For purposes of discussion, let us select that form of worker job
mobility that may be defined as the voluntary leaving of the field of social welfare
and rehabilitation services; i.e., the worker chooses to leave his employment in an
agency and not to take up employment in another agency in this field. Our
theoretical framework should enable us to describe the antecedents or causes
which, with disproportionately greater frequency, would lead to this kind of
cvent rather than to other forms of mobility and nonmobility, none of which
involve leaving this f  of employment.

This choice nc.cssarily leads to a focus on causal factors of such generality
that they would lead many workers to reject that occupational field in favor of
another. Other factors, limited only to certain situations, would play a part in
other f>rms of mobility and wnuld therefore also enter into our research design.
To illustrate, it is hypothesized 1a our framework that relatively low salaries are a
general cause of withdrawal from the social welfare and rehabilitation field. and
will therefore appear in the discussion below. However, having an uncongenial
supervisor will not enter into our present elaboration because it is unlikely to lead
many people to withdraw from the field altogether, although it wu.d o= *or -0
the total framework as a factor entering intc in . ulity.

Peferring once again to Table 1, cur preliminary paradigm posits that
ti:cre are three major classes of causal circumstances: characteristics of the indi-
vidual job incumbents, characteristics of the work setting, and characteristics of
the external environment, such as the labor market. Below will be indicated those
characteristics under each of these rubrics which, singly and in combination,
previous research and theory suggest would be more typical of those who volun-
tarily leave the social welfare and rehabilitation field as compared to those who

remain in it.
A. Individual Characteristics

1. Ability. A curvilinear relationship is hypothesized between ability and
roneness to leave an occupational field voluntarily; i.e., those who leave are more
likely to have either distinctly greater or distinctly less ability than those who do
not. The dynamics involved are as follows: the overqualified are more likely to
find themselves frustrated by the lack of challenge and opportunity and also to be
offered job opportunities by other employers; the underqualified are likely to
become frustrated by the relative absence of success experiences and also to
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receive subtle disccuragement from peers and supervisors concerning their con-
tinuation in this line of work.

2. Motivation. As Katzell (1964) has pointed out, a person’s decision to
leave an occupation is a function of the perceived probability of achieving net
satisfaction of one’s values in that occupation relative to the perceived probability
of achieving net satisfaction in_an alternative field. The perceived probability of
achieving more satisfaction in the social welfare and rehabilitation field relative to
other fields would depend on the extent to which a worker’s values correspond to
the rewards available through the former type of work. Those with stronger
orienzations toward helping others and toward working with people would be
more likely to stay in the field than those whose values were more strongly
characterized by power, materialism, or abstract intellectualization. A person’s
level of self-esteem enters into the degree .o which expected satisfaction deter-
mines his occupational choice (Korman, 1969). Thus, those most likely to leave
the field are those who not only expect their net satisfactions to be high- . in
another line of work but also have relatively high self-esteem and a feeling of
competence. Those who stay in the field either are those who expect their net
satisfactions to be adequate in it or whose low self-esteem operates to lower their
orientation toward selt-fulfillment.

_ Another motivational determinant is the degree of incongruity between
job expectancies and job experiences (Weitz. 1954 ""atzcll. 1968). Those who
have an unrealistic nicture of + hat ... occuy - .als a1 more likely to leave
: ",ar wose . st initial expectations are more realistic. The former are morc
likely to be “turned off”, since marked discrepancies betweer expectation and
~xperience are in themselves dissatisfying (McClelland et al.. - :53).

3. Demographic characteristics. Various demographi. ' aracteristics have
been found to be differentially associated with leaving an: si.ying in a field of
work (Herzberg et al., 1959). This is typically because of-an indirect influence
through some intervening link. Thus, for example, older worke: : are less likely to
quit than younger ones, because age lowers one’s expectations, r<duces job oppor-
tunities, etc. We would expect those who lcave the field to: be younger; be more
often female than male; have had shorter tenure in the fiei€ :nd on the job; be
members of ethnic minorities; have histories of earlicr ja mobility; and have
fewer dependents.

The foregoing paragraphs all relate attributes of the ndividual worker to
his inclination to remain in or leave the social welfare and remmbilitation field. The
intervening dynamics have to do with whether his ability. motivations, and op-
portunities are more appropriate to this or to some other “eccupational field. In
addition, certain types of work settings have been found to ke more conducive to
workers’ leaving and others to staying, so that a pragmatic conceptual framework
entails using characteristics of the settings as well as of the workers as predictors
of job mobility. Table 1 enumerates under .the headng of “Group and
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Organizational Contexts” three major classes of such influences. Their role in the
nomology of job mobility will be discussed in the next section. Many of these
characteristics vary markedly among agencies or components of agencies, ~nd
would therefore help account for interagency or intra-agency mobility. But those
which do not typify all or most agencies are not featured in the present discussion
of circumstances evoking withdrawal from the social welfare and rehabilitation
field in contrast to other forms of mobility. Different organizational climates or
patterns of supervision illustrate the more circumscribed kinds of factors to which
we refer here. They would, of course, enter into the total conceptual framework
research strategy to be developed on the basis of Phase I of the study.

B. Group and Organizational Contexts

1. Job characteristics. The obverse side of the issue of what attributes the
worker brings to the job is manifestly what the job provides for and demands of
the worker. Certain parameters of the job itself characteristically induce higher
rates of quitting than do others, basically for reasons that represent a f»”’
match the abilities and motivations of many incumbents.

Among the job-related factors under this rubric that may be hypothesized
as being sufficiently general to help produce witkdrawal from the social welfare
and rehabilitation field are the following:

Relatively low salaries

Limited opportunities for advai.cement

Having low status within the agency

Excessive workloads

Excessively routine content of work

Too many uncooperative, hostile, or inaccessible clients
Insufficient training and career development resources

2. Work-group characteristics. The work group can be a strong magnet to
attract or repel members, thereby affecting turnover. Among the factors which
mold group cohesiveness are the degree to which members share goals and norms,
interpersonal compatibility and homogeneity, and the extent to which personal
goals can be attained through group action (Cartwright and Zander, 1960). It is
not anticipated that many conditions making for group fragmentation and anti-
pathy will be sufficiently general as to lead many workers to withdraw from the
social welfare and rehabilitation field. However, one possible line of cleavage that
may have this effect is a collision between the older, more traditionally trained
and oriented professionals and the paraprofessionals who are entering the field in
increasing numbers. To the extent that workers in both categories sense differ-
ences in goals, in behavior norms, and in cultural backgrounds, many may become
disenchanted with continuing to work in the field.

146
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3. Organization. Several organizational characteristics of the employing
agencies are likely to be experienced as sufficientiy general to induce workers to
leave the field. Again, the intervening mechanisms would be incongruity between
the abilities and needs of many workers on the one hand, and organizational
demands and reinforcements on the other.

Perhaps the most fundamental of these would be inability on the part of
the worker to identify with the goals and missions of most agencies in the field.
Many workers might find themselves out of sympathy with the service objectives
and strategies of their employers—either in terms of their intrinsic merit or the
role demands involved —and so be unwilling to continue in this field of work.

Another general factor might be the degree of bureaucratization which
may characterize agencies in this field. Many workers may feel unduly confined
by the extent to which their job behavior is prescribed by rules and regulations set
by formal authorities—perhaps in many instances outside the agency itself, as by
legislatures or the courts.

The existence of a rigid and demarcated status hierarchy may be
intolerable to many” of those at lower echelons. This can result in feelings of
powerlessness and worthlessness in the face of a distunt and relatively inaccessible
elite. This condition may especially affect the rates at which junior professionals
and paraprofessionals leave this occupational field.

The foregoing all add up to featutes, possibly seen as characterizing most
social welfare and rehabilitation agencies, which would induce alienation on the
part of an appreciable number of workers in the field, particularly in certain
junior roles. Alienation would often lead to withdrawal fromr the fieid.

C. External Circumstances

Not all turnover is determined by factors in the worker or his job setting.
External circumstances also play a part, essentially by creating opportunities or
pressures for or against a change in job status. Some of the main possibilities that
might help determine whether o: not a person withdraws from the social welfare
and rehabilitation field include:

1. General economic conditions. Adverse economic conditions might
drive some workers to seek higher-paying employment in other fields, since the
earnings of others in their families might be curtailed. A weak economy could also
adversely affect funding of agencies, leading many workers to seek more stable
and/or remunerative employment in other fields.

2. The labor market. A short supply, relative to demand,’ of workers
having the education and talents of social welfare and rehabilitation workers
would tend to induce many to leave the field, both because they would have more
opportunities in other types of work and because they could be relatively sure of
reertry into the field should their experiments prove unrewarding.
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3. Family or personal requirements, such as ill health, maternity, or
changes in a spouse’s work location, can also play a part.

D. Interaction Effects

In the foregoing discussion, the effects of various personal, organizational,
and external factors have been treated separately. However, it is probable that a
number of these variubles will interact with one another in affecting worker job
mobility. We have already illustrated the probable interaction effects of two
personal characteristics on mobility: expected job satisfaction and self-esteem. An
example of an interaction between a personal and an organizational variable is the
hypoth-~sis that workers high in need for autonomy would be more likely to quit
because of their experience in bureaucratic organizational climates than would
workers having less need for autonomy. Again the conceptual linkage leading to
the prediction of such interactions is the extent to which two or more variables
either reinforce or cancel each other in creating a match between worker and
situational characteristics. The prediction of interaction effects would necessitate
research designs and methods for data analysis calculated to reveal their existence.

E. Consequences of Mobility

To close this attempt to develop a tentative nomological net, it should be
roted that it posits that job mobility will have multiple consequences: for the
social welfare and rehabilitation field as a whole, forindividual organizations, for
the worker, and for clients. It should be pointed out that different forms of
mobility may be expected to have at least partially diverse consequences. Again to
use our central example of withdrawal from the field, this type of mobility may
be expected to have more pervasive adverse effects on clients than would other
types since, in effect, it would deprive clients of the services of many trained
personnel. Effects on the individuzl agencies and the field as a whole would be
mixed. To the extent that many of those leaving the field would be those not
well-suited to this line of endeavor, the average effectiveness of those remaining
should be improved. However, the framework does not predict that all those
leaving would be less suitable, so that there would be the residual problems of
recruiting and training replacements for the personnel who leave. The latter
problems would be more severe for the field as a whole than would the
consequences of interagency mobility, but no greater for the individual agency
which, in either case, would have to replace qualified workers.

Mobility entailing leaving the field could generally be expected to operate
to the advantage of the moi.de worker himself, since the basic reasons underlying
such movement are posited as representing a mismatch between the conditions of
employment and the characteristics of the mobile workers. However, this
advantage may not be greater, or may be even less, than for some other types of
mobility (e.g., inter- and intra-agency upward mobility). It may also be minimal
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for paraprofessionals who may frequently encounter difficulty in locating a more
suitable occupational field.

F. Summary

We have attempted to delineate a tentative theoretical framework, or
nomological net, by tracing the etiology of one form of worker job mobility, that
entailing voluntary withdrawal from the field of social welfare and rehabilitation.
We have described how various petsonal, organizational, and external factors
would affect this phenomenon. In doing so, we have focused on those factors
which would be especially likely to canuse this particular form of mobility rather
than other forms. Such factors have two salient qualities: (1) they operate by
creating a mismatch between the needs and abilities of some workers and the
demands and rewards furnished by the work setting; and (2) they are sufficiently
general or universal in this occupational field as to be perceived by many werkers
as characterizing the field as a whole.

Other forms of worker job mobility would most probably have somewhat
different sets of causes. Thus, for example, highly directive, inconsiderate
supervisors would be 2xpected to generate interagency mobility (Fleishman ana
Harris, 1962) but not much withdrawal from the field, since such supervisory
styles would not be experienced as pervading most agencies. The complete
elaboration of the framework to be developed in Phase I of the study would
accordingly specify the different causal networks leading to the several forms of
job mobility.

We have also illustrated how and why withdrawal from the field is likely
to have certain consequences, some positive and others negative, and in what ways
these consequences would be likely to differ from those produced by other forms
of worker job mobility.

As indicated by the inclusiveness of Table 1 and by the plethora of factors
assumed to be involved with each mobility class, the literature review we are
proposing must and will be broad-gauged, and it is our intention to utilize the
expertise of university faculty in order to enable us to enter the literature of the
relevant disciplines in a meaningful and effective manner. Witk their assistance, we
believe that we will be able to refine and improve our tentative paradigm outlined
in Table 1 in the direction of achieving better concept specification, adequate
measurement, and more specific hypothesized relationships. This more improved
paradigm will then be subjected to further refinement and improvement in the
limited field investigation we are proposing as the second part of Phase 1 of our
investigation.

LIMITED FIELD INVESTIGATION

A limited field investigation will be conducted to ‘reality test” the
conceptual framework being developed; i.e., to help confirm the appropriateness

R
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of the variables to the social welfare and rehabilitation field and to identify others
that may have been overlooked. It will also help clarify the practical feasibility of
securing the various kinds of data needed for empirical studies based on the

conceptual framework.
We believe that two sources of information will be necessary for us to

achieve these goals, expert information and respundent information.

Interviews with Expert Informants

We propose in-depth interviews, two to three hours in duration, among a
small sample (N = 20) of those individuals who by the nature of their extensive
experience in social services or by virtue of their having studied the field, can
offer first-hand information about the kinds of worker mobility encountered in
the occupation. Additionally, we will ask them to comment on the major causes
and consequences of this mobility, and suggest means of ameliorating the system

problems which arise because of it.
The central focus of the interview will be the exploration of the

conceptual paradigm outlined above, as it has been (or is being) refined by the
literature review. The entire procedure should provide a test of the completeness
of the paradigm and of its relevance to the field.

Of this sample:

Five will be public officials who are responsible for the administra-
tion and funding of social welfare and/or rehapilitation programs;

Five will be educators involved in the training of social welfare and
rehabilitation workers;

Ten will be agency directors or other top personnei of key public
and private agencies.

Interviews with Social Welfure and Rehabilitation Workers

Forty individuals currently working in the field will be given in-depth
interviews of one to two hours duration. Respondents will be chosen from
employees of four agencies of different types, who represent different levels and
types of jobs.

The focus of each interview will be a “critical incident”’; i.e., the most
recent change in the respondent’s job status. This incident will be extensively
examined in terms of the conceptual framework; i.e., the type of movement, the
circumstances leading up to and surrounding it, and its perceived consequences.
The respondent will also be asked to recall the most recens incident when he
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The interviewer will have with him a list of antecedents and consequences
derived fiom the preliminary conceptua! framework, as it has been (or is
being) refined and amplified by the literature review. After the interviewer feels
that the respondent has given as complete an account as he can, of each of the
above “critical mobility incidents,” he will enumerate the antecedents and
consequences not covered by the respondent to see if these did in fact play some
part in the. mobility incident but were forgotten by the interviewee. The
interviewer will also attempt to discern the importance of the various factors in
the respondent’s decision to change or to remain on his job.

Strategies and Methods for Obtaining and Analyzing Data

The data analysis for the limited field study will proceed as follows for the
two sources of information utilized.

Interviews with expert informants. Information collected from these
sources will be treated by means of content-coding. The coding system we will use
will be organized around the following categories:

1. Kinds of worker mobility
2. Within each mobility class

a. the antecedents  including the individual, organizational,
and external circumstances) associated with a particular set
of mobility events, as these are seen by the expert
informants

b. the consequences to the field in terms of delivery of
services, costs, growth and creativity, of various types of
mobility events

c. the specific interrelationships among antecedents and mobil-
ity events and consequences. Which antecedents are more
importantly involved in the causation of a particular class of
worker job mobility? Which consequences are most likely to
follow?

This information based on the opinions of the expert informants and in the form
of frequency counts and short summary sketches, will be incorporated directly
into the conceptual framework which is being developed. In addition, this analysis
will serve to direct and focus the review of the literature.

Interviews with sociel welfare and rehabilstation workers. Here also

content-coding will be used to analyze the information collected. The categories
should include:

1. Kinds of “critical mobility incidents” with which these workers
have been involved: .

a. those which were contemiﬂa'ted but not undertaken
b. those which actually occurred
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2. The distinguishing features of these two classes.

3. The antecedents including individual, organizational, and
external circumstances of both classes of mobility incidents; i.e., those where
mobility occurred, and those where it did not.

. Thz consequences of each incident, especially to the individuals
involved but also the extent to which the individual took into account (in cases of
voluntary job changes) the consequences to his agency and his clients of both
classes of mobility incidents.

5. The relative importance of the factors involved in each critical
incident; that is, respondents will be asked to rank the factors they have expressed
in order of their importance in affecting the decision to stay on or leave a job.

The data gathered here, primarily frequency counts and factor importance
rankings, will be analyzed in conjunction with the literature review and the
conceptual framework itself. In addition, comparisons will be made between the
information provided by the expert informants and that provided by the
employees themselves in order to develop a more definitive picture of the
mobility process.

Table 2 graphically portrays the several rhases and segments of the project
and their interrelationships.

Table 2.—Relations among segments of project

Phase I ——Phase I1
Plans for pilot
study & national
survey

Consultation
Literature Field with other a. variables
review investigation rescarchers Working model b. methods
Sources. Expert informa 'Completeness of ‘Theoretica!
tion the list of network
variables
Variabl Respondent Measures devel- Oferationalization
considered information oped of variables
- —wPhase 111
Froblems to be
" studied
Methods

1 5 2 Data analysis

Sample
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PHASE II. TECHNICAL ASSISTANCE

Phase Il consists of technical assistance to SRS in incorporating the results of
Phase I into the planning, developing, and pilot-testing of the projected national
survey of social welfare and rehabilitation workers, work, and organizational
contexts.

PHASE III. AN INTENSIVE STUDY OF DYNAMICS OF WORKER JOB
MOBILITY

Phase I of the study will have led to a conceptual framework for studying,
understanding, and affecting the job mobility of social welfare and rehabilitation
workers. In Phase II and the related national survey, the framework would be
employed to secure data bearing on this subject, using the survey method with a
national probability sample. Hcwever, the national survey method has limitations.
While it is powerful because of the comprehensiveness of its sample, it can be used
to investigate only certain types of variables, limited in number and concurrent in
time. In effect, it deals with its subject at arm’s length and needs to be
complemented by a close-up study of the phenomena in order to fully
comprehend them.

Such a study, in contrast to a survey, should be longitudinal rather than
cross-sectional, causal or predictive rather than correlational, and should
intensively investigate many variables in relatively few cases rather than relatively
few variables in many cases. It is an intensive, in-depth study of this type that will
be conducted in Phase III.

Basically, this Phase III study would undertake to measure the personal
and organizational antecedents of different forms of worker job mobility, as well
as the consequences for the agency, its staff, its clients, and the worker himself. It
would be longitudinal and predictive in the sense that the personal and
organizational data would be measured prior to each incidence of mobility and
the consequences measured subsequently. It would ve intensive in that many data
would be obtained relating to the antecedents, to the immediate context of the
act of changing job status, and to the consequences of that act. The intensive
in-depth focus will be facilitated by having each agency continually under study
by only one or two investigators, who will thereby become intimately acquainted
with it. In short, the aim would be ¢o learn as much as possible about the
dynamics of worker job mobility in a relatively limited sample of agencies within
the time available, using the conceptual framework developed in Phase 1.

DESIGN OF THE INTENSIVE STUDY

Conceptually we see the design of our research in this phase as stemming
naturally from our preliminary paradigm as we have outlined it in Table 1 and as
it will be modified by the findings of our research in Phase I. Subject to these
later modifications, the following plicgge will be used.
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Agencies to be Studied

As indicated above, the goal in Phase II will be to complement the
research of the national survey by engaging in an intensive longitudinal
investigation of a large number of possible antecedent and consequent variables
related to job mobility in a small number of agencies. Given, however, the
limitation that we will not be studying a large number of agencies on a systematic
sampling basis, it is our intention that the agencies we do study should consist of
a meaningful represeniation of the major types of agencies in the social welfare
and rehabilitation field. This will be done not only to make the findings
reascnably applicable to the total popnlation but, even more, to permit a
comparison of how the dynamics of mobility may be affected by various
parameters of agencies. Hence, the agencies to be studied for their mobility
characteristics wil! be chosen according to the following criteria.

1. Two qualitatively different areas in the U.S. will be selected as the base
units within which agencies will be chosen in order that the results may
be able to illuminate the significance of regional factors. Tentatively, it
is planned to utilize the northeastern megalopolis of which New York
is the center, and the southwestern U.S, (e-g:» Texas) as the geographic

parameters.

2. Within each geographic area, four agencies will be selected for study:
two types of public organizations (State, local) and two types of
private organizations (sectarian, nonsectarian).

3. Each agency pair (e.g., the two public local agencies) will be
differentiated further on the basis of other relevant characteristics
including the size of the agency, its urban vs. nonurban characteristics,
ics clientele (child vs. adult), and its specific focus (social welfare or
rehabilitation). For example:

The State agency chosen in Area A will be small, nonurban, of a social
welfare nature, and having an adult clientele. The State agency from
Area B will be large, urban, of a rehabilitation nature, and having a
child clientele.

Choices of pairs of agencies to be studied along the other sponsorship
parameters (public local, private sectarian, and Private nonsectarian) will be made
along similar lines, leading overall to the schema presented below as to how we
will choose our agencies for study. In interpreting this schema, it should be noted
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Table 3.—Characteristics of agencics

(A and B are geographical reg 1s)

Two agencies

representing

each type of Non- Reha- Social
sponsorship Large  Small Urban urban Child Adult bilitation welfare
Pubiic State B A A B A B A
Public local A B A B A B A B
Private sectarian B A B A B A B A
Private nonsectarian A B A B A B A B

that the entries in each row denote the characteristics of each agency to be chosen
from that specific geographical area (A or B) for each type of agency. Developing
the agency choices in this manner will enable us to secure information as to the
generality of our findings and their dependence on various agency characteristics,
within the limits of the intensive, dynamic investigation being proposed. Thus, for
example, the dynamics of job mobility can be compared in four northeastern and
four southwestern agencies, in four urban and four nonurban agencies, as well as
among the feur types of sponsorship (two agencies each).

LOGISTICS OF THE STUDY

Each of the selected agencies will be studied over a period of six months.
The studies will be run approximately concurrently for the 8 agencies in the
sample. It is planned to have each agency regularly visited by just one investigator
(possibly two in the case of larger agencies) to collect the data to be described
below. Different variables will be measured at different times with various of the
agency staff members, as specified in the following section. The purpose and
nature of the study and the role of the investigator would be explained to all
agency staff members at the outset, and confidentiality of information would be
assured. Cooperation, of course, would be solicited and encouraged.

-

DATA COLLECTION

The variables to be measured in rhis study are essentially those deemed of
importance in the conceptual framework to be developed in Phase I. For
illustrative purposes. they can be considered to be those presented in the
preliminary paradigm :et forth above in Table 1 and its accompanying
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explication. Various measurement techniques would be used to gather data as
appropriate to th: nature of the particular variables, including agency records
(e.g., personnel records and job descriptions), psychometric ‘and sociometric
instruments (e.g., Cornell job satisfaction questionnaire, supervisors’ ratings), and
interviews (e.g., with personnel who change job status and with a sample of their
clients). Since the specification of these techniques must await determination of
the key variables and of the feasibility of their measurement in Phase I, references
to them below are made only for illustrative purposes. These various instruments
and procedures would be selected znd/or developed during the first three months
of Phase III, concurrent with securing the sample of cooperating agencies.

Antecedent Vari-hles

These variables would be measured at the outset of the six-month ficld
study period which would follow the planning period of three months.

Personal characteristics. The ability and motivational chacacteristics noted
in Table 1 would be measured for all the social and rehabilitation workers on the
staff of each agency. Personal history and demographic variables (such as age, sex,
education) would be obtained from personnel records supplemented, as needed,
by a personal history questionnaire. Data relating to goals, values, and job
attitudes would be collected by means of interviews and psychometric instru-
ments. Other personal characteristics (e.g., competence, interpersonal relations)
would be gauged by ratings and behavior descriptions furnished by supervisors
and peers.

Job characteristics. This information would be obtained from agency
records (organization manual, job descriptions) as well as a questionnaire on
which each incumbent would describe his duties and activities. Incumbents’
attitudes towards features of the job would be obtained from the job attitude
survey mentioned above in connection with personal characterists.

Group characteristics. Sociometric ratings will be used to characterize the
social climate of the primary work group(s). Since leadership is an important
element of group social climate, subordinates’ perceptions of the supervisor’s
behavior style will be obtained by questionnaire, as well as the supervisor’s own
views regarding his role behavior.

Organization characteristics. These will be obtained by methods developed
in the parallel project on organizational climate, probably involving a combination
of existing records, interviews, and questionnaires.

External conditions. Relatively stable characteristics of the environment
which may impinge on mobility, such as the labor market and the funding of the
agency, would be obtained by the local investigator from existing records ard/or
interviews with knowledgeable local management personnel. |
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Job Mobility Data

The investigation of patterns of job mobility :nd n simobility will take
place throughout the six months of the field study. The local investigator will
regulatly visit the agency one day a week (or more, if needed) to collect the
following data.

All individuals employed at the beginning of the study who undergo any
sort of change of job status will be interviewed extensively as to the nature of the
change, their reasons for the change, as well as perceived antecedents, external
factors, and perceived consequences.

All individuals entering the agency for the first time during this period will
be interviewed concerning the reasons for their job choice, their job expectations,
their preferences and desires, their perceived opportunities and problems to be
encountered. Both this group and the previous one will rovide basic data
concerning the nature of the mobility process which can then be related to the
types of variables we have measured during the previous organizational assessment
phase of the research. All these people will also be measured for most of the
personal and job characteristics specified above, under antecedents; but, instead
of using measures of actual job activities and satisfactions, we will measure
expected job activities and satisfactions.

Since understanding the dynamics of job mobility also entails comprehen-
sion of the conditions leading to nonmobility, this will be studied as follows:-

Whenever a promotion is made or a new worker is brought in above an
entry-level job, agency management will be interviewed to ascertain why
other possibly eligible persons working in the agency were not moved into
that vacancy.

All personnel at the agency will be requested at the outset to contact the
investigator when they have considered moving to another job status,
either bz=cause it was offered them or because they sought it, and the
change did not occur. The investigator will then interview them to
Jdetermine the circumstances surrounding these instances of nonmobility.
To help ensure collection of such data, all personnel of the agency will be
contacted during the sixth month f the field study to solicit instances of
this type which were not volunteered.

Consequences of Worker Job Mobility

During the sixth month of the field study (and, if necessary o complete
data collection, a seventh month) interviews will be held with vari-;us persons to
determine their views of the impact of the instances of mobility which occurred
earlier in the field study. By deferring these interviews until the end of the study
period, it will be possible to sort out possible differences in shorter-term and

longer-term effects.
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One client or former client of cach person whose job status has changed
will be interviewed to ascertain the effects of the change on the client, such as
whether his treatment was disrupted, and the adequacy of services before and
after the change.

Interviews wiil be engaged in with former co-workers and supervisors of
the “mobile”’ employees, to determine effects on the work, delivery of services,
and time and money costs.

Interviews will be engaged in with the mobile employees themselves to
determine what their perceptions of the effects have been on themselves, their
clients, and their agency. It will not be possible to conduct personal interviews
with people whose mobility involved a change in location; so telephone interviews
would be conducted with them instead.

In all cases, the design of the interviews will be such as to enable us to
trace antecedents of different types of mobility consequences. In essence, cur
goal here will be to determine whether the consequences of mobility are
influenced by the kinds of variables ve have been concerned with earlier in the
research and how such influence may take place.

Follow-up of New Hires

The sample of workers who initially enter the agencies during the period
of the field study afford an opportunity to study two important sets of
phenomena bearing on the dynamics of worker mobility.

Acculturation, or the process whereby an individual adopts the goals,
norms, and behavior styles of the organization which employs him, can be studied
(at least briefly) by comparing certain characteristics of the worker at the outset
of his employment with measures taken at the end of the study period. The main
characteristics to be studied would be values and preferences pertzining to the
professional work of the employee. Theory would have us predict that those who
become more acculturated (i.e., change toward the modal characteristics of those
already in the organization) would be less likely to quit and more likely to
progress than those who are less acculturated. While the study period is probably
too short and the number of incoming workers too small to enable a definitive
test of this theory, it will be possible at least to ascertain evidence of the extent to
which acculturation is taking place.

Job expectancy. Previous studies and theorizing by Weitz (1956) and
others indicate that when a worker’s actual job experiences do not match the
expectations he has about a job, he is more likely to change jobs. As mentioned
above, data on such expectations will be obtained from all new employees; they
will be resuveyed as to actual experiences at the end of the study period (or at
the time of changing jobs, if this occurs first) in order to ascertain the extent to
which such discrepancies characterize this tcld of employment.

? .
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SCOPE OF DATA AND PROBLEMS TO BE DEALT WITH

It is expected that this field study will produce approximately 300
individual incidents where workers changed job status (bearing in mind that a
single event, such as a promotion or a quit, will rypically affect the job status of
more than one person). Approximately 100 workers in the sample are expected
not to have changed job status. (The sample of 10 agencies will be selected in such
a way as to provide reasonable assurance that, at minimum, these numbers will be

obtained.)

Given the data called for above on these persons and their employing
organizations, it is felt that many important questions can be answered bearing on
the dynamics of worker job mobility and implications for service delivery. These
zniswers will be revealed when the instances of the several different forms of
mobility (and also nonmobility) are compared in terms of their antecedents and
their consequences. Ilustrative of the kinds of questions to which answers may be
expected are the following: :

— How do workers who move upward on the job ladder compare to those
who do not, with respect to ability, training, experience, motivation, etc.?

— How do workers who leave an agency compare to those who do not in
these respects?

— How do those who quit the social welfare and rehabilitation field differ
from those who stay in it in these respects?

— How do those who enter a job compare with their predecessors in these
regards?

— What are the organizational characteristics of agencies which are
associated with the different forms of mobility and nonmobility?

— Do the personal characteristics of workers most likely to exhibit
different forms of mobility and nonmobility vary among agencies with different
organizational characteristics and among different types and levels of jobs?

* —To whst extent do workers’ decisions to leave jobs depend on the
balance of satisfactions and dissatisfactions experienced in the present job
situation as compzred to what is expected in the new job situation?

— To what extent is job dissatisfaction and mobility of workers a function
of the discrepancy between job expectations and actual experiences?

— How much and in what respects does the work-group climate, includin g
leadership, affect job mobility?

— What effects do various forms of job mobility have on job satisfaction
of workers, and on their views of their future?
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— What effects do various forms of job mobility and nonmobility have on
the other workers in an agency, including the supervisors?

— What effects do various forms of job mobility and nonmobility have on
the delivery of services, as experienced by the worker, his co-workers, his
supervisors, and his clients?

The answers to these and similar questions will manifestly have implica-
tions for planning and managing agencies in such a way as to min‘mize undesirable
forms of mobility and facilitate desirable forms. From information developed
during this study and the national survey, recommendations will be made in the
final report on the project regarding how these results may be attained through
improvements in policies and procedures relating to recruiting, selection,
advancement, training, compensation, werking conditions, job design, supervision,
organization, and such other factors as may be found to be relevant,

STRATEGIES AND METHODS FOR ANALYZING DATA

Emphasis here will consist of examining the observed empirical relationships
which are found between antecedent variables, mobility, and consequent variables
in the light of those predicted by the corceptual framework developed in Phase I.
Hence, the data analysis can be viewed, as far as the conceptual framework is

framework, will be carefully attended to. Our conceptual framework will be
refined as a resul, 3nd suggestions for further research will be generated.
Furthermore, as previously stated, we intend to pay particular attention
to those aspects of the worker mobility process th:t have implications for the
effective administration and management of social welfare and rehabilitation

agencies. ,
The specific aims of the study wil! be reflected in the data analysis as well.

These are:

1. To allow prediction of job mobility for individual workers -in general
and for individual workers within agencies in particular by means of a
comprehensive conceptual framework.,

2. To unearth the dynamics of the worker job mobility process by use of
a longitudinal design.
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3. To intensively study the operation of many variables as they affect
worker mobility.

Data Forms and Sample

To present the data analysis strategy, it might be worthwhile to review the
kinds of data we have proposed to gather, and the sample.

1. There are 8 agencies selected from two geographic areas in such
fashion that five organizational features will be represented:

sponsorship

size

urban vs. nonurban
clientele (child vs. adult)

focus (social welfare or rehabilitation)

2. The individuals involved are professionals, subprofessionals, and
paraprofessionals directly engaged in rendering social welfare and rehabilitation
services, and supervisors or directors of such services.

3. The data from all individuals in all 8 agencies, from agency and other
existing records, and from clients will include:

antecedent information obtained at time t, on personal characteristics,

group characteristics, organization characteristics (including service
delivery), and external conditions

job mobility (and nonmobility when a move is contemplated but not

undertaken) data on incumbent personnel and on those entering the

agency, to be gathered from time Z, to time t ¢ months

consequences of worker job mobility from clients, co-workers and
supervisors, and the workers who changed jobs

follow-up of nmew hires in terms of changes in values and preferences,
and discrepancies between job expectations and actual job demands as

they bear on mobility

Data Analytic Strategy

Following the work of those who have shown that findings vary as a
function of level of analysis—i.e., individual, group, organizational (see Seashore,
Indik, and Georgopoulos, 1960)—data will be analyzed at all three levels.

Individual level. All variables will be analyzed at the individual level in
terms of chi-square analysis or similar procedures. The “criterion” groups will be
those classes of mobility that contain fairly sizeable N’s. Small groups of
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individuals (for example, those promoted during the six months of the study)
may be compared to a closely matched sample. The determination of the extent
to which variables are associated with an individual’s membership in a specific
mobility category will be made by means of the eta-squared statistic, where this is
appropriate, or similar coefficients.

Should N’s prove large enough, more sophisticated techniques such as
multiple discriminant function may prove useful.

In 2ddition, an attempt will be made to identify and predict those
individuals most likely to shift jobs, using as a prediction base the conceptual
framework of Phase I. In this part of the analysis, the extent to which mobility,
actual and considered, corresponds to predicted expectations based on the
theoretical model will be determined.

The issues of acculturation and the discrepancy between expectations and
actual job demands will be explored by relating value shifts (change scores) and
the degree of congruence between expectations and job demands (difference
scores) to mobility behaviors or intentions of new hires,

Group level. Measures of cohesiveness, sociometric ratings, and leadership
will be summarized for all work groups in the sample (means, distribution scores,
and standard deviations). The analysis will address itself to the questions ~f the
group characteristics associated witch mobility. The bzsic method of analysis here
will be chi-square with group characteristics as one dimension and mobility
behaviors as another. An eventual outcome of this analysis will be the
development of group profiles differentiating those groups with rates of mobility
along different dimensions of analysis.

Agency level. The various measures of organizational climate and other
organizational variables (e.g., size) will also be related to mobility behaviors by
chi-square procedures. Profiles of each of the ten agencies may be used to identify
those which should, according to our conceptual framework, be characterized by
high mobility rates. A Q-type facter anazlysis will then be utilized in order to
cluster agencies on the basis of combinations of variables, especially as they bear
on worker mobility. ,

Agencies with relatively high rates of mobility, and those with relatively
low l:?tes, will then be compared and contrasted on the basis of profiles of
variables.

Additional issues. Certain additional issues will be studied. Should agency
records prove fairly complete with respect vo worker mobility, the past mobility
patterns of the agencies in our sample will be summarized along with their
correlates.

Interaction effects among thie variables (such as individual effects differing
according to organization) will be treated by chi-square procedures. An example
of this type of analysis might be the finding that large agencies in combination
with high levels of alienation among the personnel are especially characterized by
interagency turnover. Oth-r similar analyses will be undertaken.
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PARTICIPATIVE MANAGEMENT AND VOLUNTARY
TURNOVER: CONCEPTS, THEORIES, AND
IMPLICATIONS FOR MANAGEMENT

Joan C. Lee and Jon M. Shepard®

INTRODUCTION

High turnover among nonsupervisory blue- and white-collar employees has
long been a matter of record. The field of social work is no exception, as
evilenced by a recent study of job termination conducted among Old Age As-
sistance social workers in California (Tissue, 1970). Of 615 OAA workers sur-
veyed, 39 prrcent said that they were either “definitely” or “probably” planning
to leave the agency. Tissue compares this figure with recent experience in Cali-
fornia merit system counties, which report a similar job turnover rate of 39.5
percent for social workers. The figures should surprise no one in the welfare field.
This paper will consider the critical question of how perennially high turnover
rates might be reduced for social welfare and rehabilitation workers,

The discussion which follows will focus in turn on: (1) theory and re-
search bearing on turnover; (2) a proposed theoretical framework for the study of
turnover; (3) intervening variables which condition the relationships suggested in
the theoretical framework; and (4) implications of the theoretical framework for
measurement, research, and managerial practice.

Rate of turnover is usually expressed as the ratio between number of
separations (S) and the average labor force (F) for a given period of time accord-
ing to the formula:

T =

oyl 1}

x 100

in the calculation of turnover rates by substituting the number of replacements
(R) for' number of separations (S) in the formula. For purposes of calculating a
base rate of turnover, it is probably advisable to find an expression of rate which

When a working force is being reduced and layoffs occur, this factor is eliminated

*Dr. Lee is Assistant Director of the Social Welfare Research Ifistitute at the University of Kentucky. Dr.
Shepard is Assistant Profcssor in ths?U@'crsity’s Departinent ot Sociology.
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also eliminates unavoidable (U) separations (i.e., those due to death, illness, per-
sonal problems of the employee, etc.). A more meaningful expression of turnover
rate, therefore, is given by the formula:

_R-U
T = F_ x 100
This paper is concerned primarily with those eniployee terminations which can be
considered avoidable in the sense that they can be influenced by employing

organizations.

RECENT TRENDS IN PERSONNELPSYCHOLOGY AND ORGANIZATIONAL
THEORY: BASIS FOR A CONCEPTUAL FRAMEWORK

The researcher in this area does not want- for background material. He
finds the behavioral science journals burgeoning with relevant data. Books and
articles by sociologists, psychologists, and economists offer new theories and
reformulations of old theories. These disciplines, as well as schools of business
administration, continue to create research institutes to generate still more data
and theory. There is no shortage of conceptual frameworks from which to view
empirical findings on the world of men at work. The research itself goes back at
least 50 years. But, although the research background is rich, as measured by the
numbers of investigators attracted to this area and their level of productivity, the
need for research is still great. Writing in the Annua! Review of Psychology for
1970, John R. Hinrichs sums up the problem this way:

As industrial psychology moves from the 1960’s into the 70’s, our review
of the research literature for the last two years suggests that the field
suffers from the lingering aspects of a longstanding malaise: a plethora of
data and a paucity of generalizable research insights and theory.

Despite this gloomy observation, Hinrichs reports that his “in-depth ex-
cursion into the literature” also raised his hopes for the future. This is largely
because he views recent recognition that traditional and overly simplistic causal
modeis are inadequate to handle complex man-organization relationships as a
significant new development. He says:

Any attempt today to categorize research and thinking in the field has to
view the world of men at work within a systems framework. Cause can
just as casily be viewed as effect, effect as cause, and both interact within
a dynamic ongoing system linked together in largely unclear relationships
about which our models and model builders are making only very primi-
tive explanatory efforts.

Likert and Bowers (1969), too, predict shat researchers are on the verge of acceler-
ating progress in organizational research and theory development because they
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are beginning to employ more sophisticated research designs that can handle
complex relationships.

Assuming a catholic position, Kahn et al. (1964) argue that, “knowledge
can best be advanced by research which attempts to deal simultaneously with data
at different levels of abstraction—individual, group, and organization.” They con-
sider such an approach a “core requirement for understanding human organiza-
tions.” Adopting this viewpoint, one could draw from all traditional approaches
to the developmen: of organizational models. That is, he could study the specific
personnel issue—turnover—within the broader framework of organizational
theory, adopting an approach that takes into consideration three conceptually
distinct levels of analysis of behavior in organizations: (1) organizational structure
and functioning; (2) group composition and interaction; and (3) individual per-
sonality and behavior. Such a conceptual scheme has been described by Pugh et
al. (1963). On the basis of the literature in personnel psychology, there is reason
to believe that classes of variables at each of the three levels of analysis (organiza-
tional, group, individual) are related to turnover.

Table 1 lists a number of illustrative variables at each of the three levels, as
well as a fourth group related to turnover: extra-organizational variables. This
latter category includes variables which are sometimes classified as organizational
but have to do specifically’ with the organization as it exists within some larger
society. The orgcaization as a whole may be influenced, altered, or thwarted in its
mission by a variety of external variables (e.g., degree of avtonomy accorded the
organization in respect to determining its own goals, policies, and procedures;
insulation of the organization from its social context; status enjoyed by the
organization within the larger society; relationships with other .organizations; re-
lationships with a client system in the cause of service organizations, etc.)

Although there is reason to believe that cach of the variables listed in
Table 1 is in some way related to turnover, the relationship in any case may be
neither simple nor direct. A schema adapted from Likert and Bowers (1969) and
presented in Figure 1 suggests a way of interrelating organizational, group, and
individual variables. Likert and Bowers term some independent variables as
“causal” variables if they can be directly or purposely altered by management
and, in turn, influence developments within the organization. What they call
“end-result” variables are dependent variables that reflect the results achieved by
an organization as a result of manipulation of causal variables. Likert notes that
what may be called “intervening variables” are variables that “reflect the internal
state, health, and performance capabilities of the organization.” He says such
things as loyalties, attitudes, motivations, performance goals, and perceptions of
organizational members are states of mind that are properly termed intervening
variables since they (1) must be inferred from changes in independent and de-
pendent variables and (2) are reducible to statements about independent and
dependent variables. The schematic rep:esentation of variables in Figure 1
identifies a broad range of variables which may be considered intervening variables
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Table 1. Illustrative Variables Related to Turnover, Classified by Level of Analysis
of Behavior in Organizations®
Extra-organizational Organizational Group Individual
client relationships size (Gibson, 1966) supervisory climate need fur achievement
(Lefton and (Mukherjee, 1968)
Rosengren, 1966) structure (Porter and | communication

occupational trends
(Gross, 1564)

public image
(Gross, 1964)

Lawler, 1965)
goals (Wesson, 1958)

role specificity
(Hickson, 1966)

role conflict

(Pugh, 1966)

rewards (Barnard,
1938)

atmosphere
(Halpern, 1966)

(Lawler and Porter,
1968)

cohesiveness
(Halpern, 1966)

group attitudes
(Jexrdee, 1966)

supervisor-
subordinate
expectancies
(Korman, 1970)

job involvement
(Weissenberg and
Gruenfeid 1968)

task liking
(Korman, 1968)

self-esteem
(Vroom, 1964)

advancement motiva-
tion (Singh and
Baumgartel, 1966)

cognitive style
(Weissenberg and
Gruenfeld, 1966)

biographical data
(age, sex, etc.)
(Gross, 1964)

role perception
(Gavin, 1970)

performance (Slocum

and Chase, 1970)

job satisfaction
(Herzberg, 1957)

1 Citations refer to studies listed in references which offer theoretical or empirical support for

suggested relationship.

that result from changes in independent variables and mediate the effects of such
changes on turnover among social welfare and rehabilitation workers.

Although the necessity of adopting a “systems framework” and an appro-
priately complex research design has gained almost universal acceptance among
researchers studying men at work, there are still choices to be made in formulat-
ing a theoretical framework for the study of turnover. A model less general than
the global schema just outlined will be developed in the next section.
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Figure 1

Interrelationships o Causal, intervening, and End-result Variables'

Causal Intervening End-result
variables variables variable

Extra-organizational:
—= | (i.e. relationship with
client-system, occupation-
al trends)

Organizational:
—-| (i.e.structure, role speci-

ficity, role conflict)
job satisfaction
morale
alienation
: s . turnover among
ldenti‘flca.tlon with social welfare and
Group: organization [ | rehabilitation
workers

(i.e. supervisor-subordinate
— | expectancies, cohesive-
ness, supervisory
climate)
Individual:
—=| (i.e. performance, cognitive feedbzck loops

style, biopraphic data)

1 Adapted frem Likert and Sowers (1969).
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A THEORETICAL FRAMEWORK FOR THE STUDY OF TURNOVER

The evidence is solidly behind the assertion that job satisfaction is nega-
tively rclated to job termination. Although there scems to be a general consensus
about the significance of job satisfaction in a majority of voluntary decisions by
employees to terminate employment, the research on determinants of job satisfac-
tion leads into a murky arca of inconsistencies and conflicting theory. However,
there is a considerable body of theory and research flowing from *‘participative
management” and organizational theory which can be synthesized. The review
which follows pursues such a synthesis, attempting in the process to unite the
organizational, group, and individual levels discussed earlier.

The “human relations movement” emerge-’ as a challenge to carlier man-
agerial philosophies which had sought to sccure high employce morale, com-
pliance, loyalty, and performance without making any concessions to the
“mature” side of the human personality. In contrast, the various theories which
can be grouped under the rubric “participative management” all postulate some
human personality necds, variously labeled “ego and self-fulfillment needs*
(McGregor, 1960, 1967), ‘“‘ego motive” (Likert, 1961, 1967), and *‘need for self-
actualizaticn” (Argyris, 1957, 1964). According to these theorists, mature adults
strive for self-determination, self-initiative, indecpendence, responsibility, self-
integrity, and self-actualization. These personality needs, it is argued, are fre-
quently thwarted at work because they clash with the structute of the formal
organization, based as it is on functicnal specialization, strict hicrarch: - of author-
ity, and close supervision, which is said to be an environment inimical to the
needs of the matur. human personality. Work in a bureaucratic organization, the
argument goes, permits little individual control over job activities, provides
minimal outlet for use of creative abilities, and gives rice to expectations that
employees should be passive, dependent, and submissive. At the same time that
people are being abus:d, it is contended, the organization itself suffers as an
increasingly apathetic work force brings about impaired organizational func-
tioning which is mirrored in high turnover rates, excessive absenteeism, pro-
duction restriction, and malingering. Employee parcicipation in work-related
decisions is put forward as a means of simultaneously fulfilling individual needs
for self-actualization, enhancing job satisfaction, and achieving organizational
goals.

Likert (1961, 1967) cites an impressive number of studies showing that
these human and organizational gnals can be reached through a supervisory style
which permits an optimal amount of employce participation in work-related deci-
sions. Likert has been criticized on the grounds that employees may not desire, or
be capable of, participation. This criticism is met by Likert’s qualification that it
is the “‘optim2!" rather than “raximal” level of subordinate participation which
is desired. He says:

Supervision is, therefore, always a relative process. To be effective and to
communicate as intended, a leader must always ~dapt his behavior to take

173



Ma,agement and Voluntary Turnover 181

into account the expectations, values, and interpersonal skills of those
with whom he is in interaction.

Tannenbaum (1962) suramarizes some research demonstrating that man
prefers to exercise power at work to being controlled from above. He also con-
tends that the opportunity to exercise control on the job contributes to job
satisfaction, ego-involvement in work, and identification with and loyalty to the
organization on the part of the worker as well as to organizaticnal effcctiveness.
Tannenbaum questions the fixed-quantity conception of power. I{¢ :ites evidence
to show that increasing control at one organizational level does not necessarily
diminish control at other levels, but rather that the total amount of control is
simpiy increased. For this reason, the degree of control can be enlarged at the
nonsupervisory employee level without decieasing the extent of influence at
supervisory and managerial levels.

Without discussing specific research further, it can be noted that many
empirical studies buttress the positive contributions of employee participation in
decision making, including enhancement of job satisfaction. (Herzberg, 1968;
Maier, 1950, 1953; Mann and Baumgartel, 1952; McGregor, 1944; Ross and
Zander, 1957; Wickert, 1951; and Morse and Reimer, 1956.)

An important implication of the above is that organizational structure can
not be based on the autocratic medel if employee participat' .n is to be imple-
mented. As Davis and Scott (1969) point out, the organizational model held in
management’s mind determines the treatment of stbordinates. Assuming that thc
participative management theorists are right, alteruatives to the autocratic man-
agement model should be considered and some are available.

The label “bureaucracy” has become a stonc to be hurled against any
institution which represents the “establishment.”* There are more legitimate and
uscful grounds for criticizing thic organizational form. Even Max Weber, the Ger-
man sociologist responsible for the early formulation of the bureaucratic mode} as
an ideal type, expressed (1946) fear that bureaucracy would breed excessive
organizational conservatism. Weber termed those organizaticnc as bureaucracies
which are characterized by impersonal social relations; appointment and promo-
tion on the basis of merit, authority, and obligations which adhere ro the job
rather than the individual; authority organized on a hicrarchical basis; and scpara-
tion of policy and administrative positions.

More recently, dissident voices have been heard among scholars in many
disciplines. Bennis, one of the most vocal contemporary critice of bureaucracy,
contends (1968) that the bureaucratic organizational form was quite well snited
to the social and economic conditions under which it was adopted and developed.
These social and economic conditions have changed, however, and organizational
modeis and management practices adapted to contemporary realities are

*A morc detailed discussion will appear in Jon M. Shepard, Organizational Issuce in Industrial Society
(Englewood Cliffs, N_J.: Prenticc-Hall), forthcoming.
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emerging. According to Bennis, two factors will suc~2ed in their assault on
bureaucracy: the increasing demand for a balance between individual goals and
organizational objectives; and the rapid environmental changes wrought by
scientific and technological advances. “Organic-adaptive” structures or “tempo-
rary systeras’’ will serve as the model for <tructuring organizations in the future.
Skill and professional training will supplant rank as the principle of differentia-
tion. Organizations will be staffed by a variety of specialists in temporary systems
assembled according to the problem at hand. Management’s job will be to co-
ordinate ar. d link the various and changing task forces within the organization.

Though less extreme than that of Bennis, an carlier and kindred con-
ception was advanced by Burns and Stalker (1961). It was they ‘who introduced
the ‘“organic” and “mechanistic” organizational models alluded to by Bennis.
According to Bursas and Stalker, a “mechanistic”’ management systemn, essentially
based on the bureaucratic model, is suited for orgunizations operating in a stable
internal and external environment. Under constantly changing conditions, where
the emcrgcnce of new problems and the adoption of unpredictable courses of
action are com.nonplace, the “organic” management system is required for goal
attainment.

Thompson (1965) elaborates on the often-stated olLservation that mono-
cvutic (bureaucratic) organizations breed conservatism and parochialism and there-
oy stifle the generation and implementation of new ideas. Structural principles
like centralized control from the top, use of extrinsic rewards (money, rower, and
status) to assure compliance, and emphasis on accountability on all organizational
levels create a psychological and social climate inappropriate for individual and
organizational creativity. Some general requirements and structural changes
requisite to the creation of an innovative organization are offered. Also discussed
are some necessary alterations in administrative practice that will have to be
undertaken.

Litwak (1961) outlined three models of crganization: Weberian (emphasis
on impersonal relations and rules and regulations); “human relations’ (stress on
primary relations and human relations emphases); and “professional” (with the
central features of both the other models). Organizations dealing with uniform
events and emphasizing reliance on traditional knowledge are best served by the
‘Weberian model, according to Litwak. He says that bureaucracies which must deal
primarily with non-uniform events (i.e., research, training, social services) and
with occupations emphasizing social skills as technical aspects of the job are rore
efficient if they differ from Weber’s model in at least six characteristics: horizon-
tal patterns of authority; minimal specialization; mixture of decisions vn policy
and on administration; little a priori limitation of duty and privileges to « given
office; personal rather than impersonal relations; and a minimum of general rules.
Haowever, the majority of contemporary organizations face a dilemma; part of the
organization requires a Weberian approach, while another segment needs the
human relations approach.
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Hall (1962) demonstrates that Litvik’s model is recognized, at least in
practice, by management. According to his data, internal structural segments of
organizations differ in the degree to which they are bureaucratized. In lieu of the
three discrete organizational models proposcd by Liiwak, Hall sets up a con-
tinuum of bureaucratization. By using attitude questions on six dimensions of
bureaucracy, Hall presents measures of the degree of bureaucratization as
perceived by organization members. Partial verification is found for the general
proposition that organizational units engaging in nonuniform and nonroutinized
tasks will be less bureaucraticaily structured than segments performing uniform
and routinized tasks.

These organizational theorists set the stage for organization reform con-
sistent with participative management theory. Davis und Scott (1969) describe
four models of organizational behavior—autocratic, custodial, supportive, and col-
legial. Each type is associated with a distinctive orientation toward management
as well as with certain attitudes and behavior on the part of employees. (See Table
2.) It is clear that the supportive and collegial organizational types permit em-
ployee participation in decision making. In describing t+ » four managerial
models of organizational behavior, Davis suggests that both the supportive and
collegial models meet liigher-order needs of cmployees, such as self.esteem main-
tenance and self-actualization, because thev permit the exercise of autonomy and
responsibility,

Table 2. Four Models of Organizational Behavior

Autocratic Custodial Supportive Collegial
Depends on; Power Economic Leadership  Mutual
resources contribution
Managerial Authority Material Support Integration and
orientation: rewards teamwork
Employee Obedience Security Performance Responsibility
orientation: :
Employee psycho- Personal Organizational  Participation Self-discipline
logical result: dependency dependency
Employee needs met:  Subsistence Maintenance Higher-order Self-realization
Performance result: Minimum Passive Awakened Euthusiasm
cooperation drives
Morale measure: Compliance Satisf~<tion Motivation =~ Commitment to
task and team

Source: Adapted from Davis and Scott, 1969, p. 31.
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This latter point is important here because autonomy is generally regarded
as ore of the most salient needs among professionals. Parenthetically, the observa-
tion of Walther et al. (1970) in a study of social workers should be noted: “The
most pronounced characteristics of the social work:s are his valuing of{ social
service, his orientation toward people, his rejection of 1: tines, structure, and
authoritarian attitudes.”’ Bennis (1969) pursues this matter in a recent article
entitled, “Post-Burecaucratic Leadership.” He sees increased loyalty to the organ-
ization as a by-product of providing professionals with an organizational environ-
ment fostering self-realization and personal and professional growth. Herzberg’s
content factors include achievement, opportunity for growth, intrinsic worl. ful-
fillment, and recognition. These factors arc apt to be associated with work situa-
tions which permit considerable autonomy, the type of situation described by
Davis’s supportive and collegial models. Davis icflects the opinion often expressed
by researchers who have studied professional personnel, that they both desire and
respond favorably tc a high degree of autonomy. In this kind of environment,
according to Davis, an employee's morale “will be measured by his commitment
to his task and his team, because he will see these as instruments for his self-
actualization.”

So far, theory and evidence have been cited linking organizational
philosophy and structure to leadership style, need satisfaction, and job satisfac-
tion. The evidence is even stronger that high job satisfaction is associated with low
voluntary job termination. A greal deal of attention has been given to the relation-
ship between job satisfaction and tenure. Herzberg et al. (1957) did an extensive
review of the relationships of job satisfaction and morale to tenure. They found
high morale related to longer tenure in 33 of 37 studies. More recently, Fournet
et al. (1966) report that the same negative relationship—high moiale, low turn-
over—has been found in a number of occunations. Vroom (1964) reviewed seven
studies, all consistent with earlier work in showing a relationship between satisfac-
tion and turnover, and advanced a theory that satisfaction is one of two variables
related to tenure, the other being external forces leading to termination. A theory
of work adjustment developed by Dawis et al. (1968) also says that voluntary
turnover is a function of job satisfaction. (Also see Katzell, 1957; Hulin, 1966,
1968).

In concluding this segment of the paper, two studies may be noted which
pertain to participation and turnover. First, Wickert (1951), in a study of turn-
over and morale among female employees of a telephone company, found a
significant difference between those who terminated and those who stayed. Those
remaining with the company felt they were provided an opportunity to make
job-related decisions and expressed the feeling that they were making an impor-
tant contribution to the company. Second, Ross and Zander (1957), compziing
resigned female employees with matched persons still with the company, con-
cluded that the degree of satisfaction with the fulfillment of certain personal
needs (recognition, autonomy, and fecling of importarice) was inversely related to
turnover. '
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The schema below summarizes the foregoing discussion of theory and re-
search:

Supportive or Satizfaction of
collegial Participative p:rs:)nglity High job Low

organizational / leadership / needs / satisfaction / turnover
model

In general, our view of recent literature related to the specific personnel
problem of turnover suggests that we cannot expect to find a simple causal
relaticaship between the' job satisfaction or morale of socjal welfare and rehabili-
tation workers and any single variablc. Rather, it appears likely that variables
related to each of the three levels of analysis (organizational, group, and individ-
ual) interact to determine job dissarisfaction resulting in voluntary termination of
employment. Moreover, there are a number of additional intervening variables

which require discussion.

THE NEED FOR INTERVENING VARIABLES

As suggested above, research in this area has proceeded beyond examining

simple relationships between variables two at a time. Likert and Bowers (1969)
point out that social scientists had originally “expected to find a marked and
consistent relationship between the management system of a leader, the attitudes
and loyalties of his subordinates, and the productivity of his orgarization.” They
g0 on to cite a number of studies which, taken altogether, show no such simple,
consistent, dependent relationship between these variables. They suggest that “‘the
relations among these variables are so complex that taking measurements of these
variables at one point in time in an organization or group of organizations and
computing correlations among the variables is much too simple a research design
to yield accurate knowledge and insights.” More specifically, they point out that
study designs have tended :o ignore the influence of what they call moderating
variabies as well as serious inaccuraries that are inevitable in time-bound perform-
ance data. _
Likert and Bowers do not stand alone in this regard. As early as 1960,
Vroom reportew. that employee participation in decision making promotes more
positive job attitudes and greater motivation for efective performance among
persons with equalitarian personalities. By contrast, authoritarians and people
with relatively high dependency needs are not affected by opp. rtunities to
participate in decision making. In short, he demonstrated the interaction of per-
sonality variables with participation, job attitudes, and behavior.

Vroom proposed a theory of motivation which states that aroused motiva-
tion (“a force acting on the person to behave in a certain direction”) is a joint
multiplicative product of motive strength (“a predisposition to obtain satisfaction
from 2 given class of events or sequences’), value attached to the incentive
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offered, and the expectancy that behavior will result in obtaining the incentive.
Vroom applied this model to his findings in this manner:

It follows from the motive-incentive-expectancy model that the relation-
ship between amount of participation (incentive value) and motivation for
effective performance will depend on the strength of those motives that
are satisfied by the effective performance. “onsequently, this theory may
be used to explain our findings that participation increases the motivation
for effective performance of persons with strong motives for independ-
ence and power equality, but has no effect on those at the opposite end
of these scales. (1960, p. 68).

A related conception is offered by Lawler and Porter (1968) who strongly
recommend gearing reward practices in organizations to the rewards actually
desired by the employees to which rewards are to be given.*

It will be recalled that Likert, too, emphasized the need to adapt super-
visory practices to employee characteristics. In fact, this is the crux of Likert’s
principle of supportive relationships. He says:

The leadership and other processes of the organization must be such that
in all interactions and in all relationships within the organization, each
~member, in the light of his background, values, desires, and expectations,
will view the experience as supportive and one which builds and maintains
his sense of personal worth and importance. (1961, p. 103).

These studies refer to personality factors which may condition the
theoretical schema proposed earlier in this paper. There are other types of vari-
ables to consider as well. For example, in a review of researcl: relating various
properties of organizational structure to job attitudes and job behavior, Porter
and Lawler (1965) identify seven structural properties or variables: organizational
levels; line and staff hierarchies; span of control; size of subunits; size of total
organization; tall vs. flat shape of total organizational structure; and centralized
vs. decentralized management. They conclude that, with the possible exception of
the span of control and centralization/decentralization variables, properties of
organizational structure do have significant relationships to either job attitudes or
vehavior or both.

Dubin et al. (1965), in a review of empirical evidence, conclude that there
exists no “‘one bLest” style of supervision. The most successful supervisory style is
one adapted to a particular organization and its internal and external environ.
ment. Supervisory style is conditioned by technology, culture, and employee
capabilities.

*See Atkinson (1964), Atkinson and Feather (1966), and Patchen (1974) for additional formulations of
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In recent years, an increasing number of articles have stressed the need for
introduction of intervening varisbles in research on job attitudes and behavior.
Some of these are Morse and T.orsch, 1970; Fiedler, 1965; Williams, */hyte, and
Green, 1966; Hunt, 1967; O’Brien, 1969; Hulin, 1966; Heller and Yuki, 1969;
Form and Geschwender, 1962; Porter and Lawler, 1964, 1965; Slocum and
Chase, 1970; Lawler and Hall, 1969; Armstrong, 1970; Pugh et al., 1963; and
Bennis, 1959,

IMPLICATIONS FOR RESEARCH AND MANAGEMENT

The theoretical framework outlined here proposes that job termination,
particularly among professionals, is significantly affected by the extent to which
certain personality needs (e.g., self-actualization) are satisfied by the intrinsic
nature of the job. Frustration of mature personality needs promotes low job
satisfaction which, in turn, increases the probability of job termination. How can
job satisfaction be enhanced? An obvious answer is to fulfill the relevant needs of
the employee. This, it is theorized, can be done through a participative style of
leadership which permits employees to exercise autonomy, responsibility, and
self-initiative as they take part in the work-related decision-making process. Sup-
portive or collegial organizational structures, both of which can be thought of as
not being “bureaucratic” in the pejorative case of that much-maligned concept,
are seen as the most hospitable to participative management.

Pesearch js needed which tests the explanatory power of this theoretical
model for socia! welfare and rehabilitation workers. More importantly, inter-
vening variables must be introduced in the research design if we are to take
account of the myriad additional variables which potentially condition the set of
relationships just outlined. To illustrate, it will be recalled that Vroom (1960)
found the effectivene:. of participative supervisory practice to vary according to
personality chara:teristics of employees, leading him to conclude that no one
supervisory style is universally ideal. If studies of social welfare and rehabilitation
workers corroborate this finding, the implications for recruitment and selection
are obvious. Organ.: ..onal and supervisory practices of the kind described in the
theoretical framework of the present Paper would require the recruitment of
democratic personality types. Or, if certain organizations or organizational units
employed predominantly authoritarian types, the implementation of participative
manage:nent would yield no immediate benefits. Additional conditioning factors
could be discovered if systematic resez=ch were undertaken. The importance of
introducing intervening variables for both research and management is quite clear
without further elaboration. Management must not overlook the critical role
played by intervening variables in determining employee response to organiza-
tional structure and practices.

Likert (1967) reports research which indicates that, when all variables
responsible for contradictory conclusions in previous studies are taken into con-
sideration, particularly trends over x’ix:ﬁe, the results show consistent, albeit
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complex, dependent relationships among leadership, motivaticnal, and per-
fcrmance variables. In Likert and Bowers’ words: :

The available and growing evidence justifies the view that further research
very probably will demonstrate strong and consistent relationships among
the causal, intervening, and end-result variables; that certain leadership
styles and management systems consistently will be found more highly
motivating and yielding better organizational performance than others.
(1969, p. 591)

Whether the results will be so clear-cut for s :ial welfare and rehabilita-
tion workers is an empirical questior requiring investigation. As a matter of fact,
the evidence to date in the social work field has been contradictory. Walther,
McCune, and Trojanowicz (1970) report that the social workers in their study
had strong aversions to routines, structure, and authoritarian attitudes. On the
other hand, among the state rehabilitation agency employees studied by Aiken,
Smits, and Lollar (1970), two autonomy measures were less important than the
interpersonal relationship between supervisors and counselors. This raises the
question of which is more important to social welfare and rehabilitation workers,
the manner in which supervisors treat subordinates or intrinsic job aspects such as
autonomy and responsibility. |

Whichever factors research shows to be most influential in reducing job
termination among social welfare and rehabilitation workers, leadership style and
competency remain important. After further basic research has been done with
this category of worker, includ:ag experimental studies involving both supervisors
and workers in a variety of organizational situations, implications of research
results for recruitment, selection, training, and placement of supervisory and non-
supervisory personnel will be more clearly defined.

Hinrichs (1970) has noted a “surprising lack < comprehensive research on
turnover in view of thz obvious costs to industry, especially amoug executive and
professional employees.” Research in governmental organizations has been
significantly less than in private industry. Likert and Bowers (1969), pointing out
the importance of reduced job mobility, suggest that “Snancial performance
records of any firm ... will contain serious inadequacies and errors as long as
human resources are ignored.” They describe a method of human resources ac-
counting that allows firms to estimate dollar investments made in building their
human organization and the present discounted productive value of the work
force.

They posed the foliowing question to top management in several com-
panies:

Assume that tomorrow morning every position in your firm is vacant, that
all of the present jobs are there, all of the present plants, offices, equip-
ment, patents, and all financial resources, but no people. How long would
it take and how much woul? it cost to hire personnel to fili ali of the
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present jobs, to train them to their present level of competence, and to
build them into well-knit organization which now exists?

Estimates ranged from two to ten times annual payroll to cover the cost of
rebuilding their human organization to the performance capabilities of present
staff, According to Likert and Bowers, “turnover figures, for example, often take
on completely different meaning when expressed in these terms.”

In view of the scarcity of research in this area, particularly among social
welfare and rehabilitation workers, and the costliness of job termination in Likert’s
“human resource” sense, it is imperative that research be conducted and the
results implemented. This may require some painful changes in practices, pro-
cedures, and policies now existing in the recruitment, selection, and training of
supervisory and nonsupervisory workers as well as alterations in the daily opera-
tion of organizations employing social welfare and rehabilitation workers.
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Sumimary of “Scope of Work”" from the Request for Proposal Issued by SRS

1. This is a request for a proposal to perform the work of conceptual
development, based on existing research, theory, and agency experience,
concerning processes and impact of the trend toward the employment of a
new type of scrvices worker called variously ‘“‘subprofessional,” “non-
professional,” “paraprofessional,” and/or “new-carcerist”. The universe of
intcrest is public and private nonprofit organizations engaged in delivery of
social welfare and rehabilitation services of in policy and planning activities in
these ficlds. The conceptual development must eventually lead to a method-
ology for data collection throush which the interrelationships and adjustment
proccsses which arise among organizations, workers, work roles, and client
services may be empirically determined. A limited field investigation of the
variables suggested %, the conceptual development to determine their
appropriateness and faasibility of measurement is included.

2. The trend tov.srd the employment of sthprofessionals, both indigenous and
nonindigenous, in social welfare and rehabilitation work appears very likely to
be increasing in i"ape. There are varicus sources of Pressure and justifications
for this trend, which has pervasive impact on the employing organizations, on
the roles, self-perceptions, and career patterns of both professionals and
non-professionals, and on relations between agencies and clientele an:d between
agencies and their community znd extracommunity reference groups. The
patterns of these impacts are not clear, although they seem likely to be
different, depending on the kinds of pressures and justifications to which
agencies respond, on the vicissitudes of contintuing pressures and Jjustifications,
and on the developments stimulated by organizations’ and workers’ responses
to the inclusion of subprofessionals in the organizations.

3. The impetus for this study arises from a need for information which may he
useful for anticipating <he events consequent on the inclusion of subprofes-
sionaly in sc -ial welfare and rehabilitation service organizations, so that
liscontinuitics, conflicts, and abortive compromiscs which affect workers
and/or the adequacy of services to clients may be minimized.

PHASE 1

1. The contractor shall identify and make an extensive review of liter: "urc on
research, theory, and practical experience as necessary to identify and
integrate major ideas and findings relevant to the study and as needed to
generate the conceptual fram=work specified below. This review shall include,
but is not limited to, literature pertaining to social services, health care,
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education, industrial psychology, organizational theory, and occupational
sociology. The contractor shall integrate the findings and concepts emerging
from the review and shall develop a conceptual framework for studying the
dynamics of employment of subprofessionals in public and private social
welfare and rehabilitation agencies.

The review and conceptual framework must consider the following questions
and issues:

a. Are there various types of subprofessional workers: .. 50, "ow can these
classes of workers be characterized conceptually? Given these
classifications, what types of subprofessionals should be studied in this
project and, ultimately, in the National Study?

b. What are the forces that impinge on social welfare and rehal itation
agencies to incorporate the various types of workers arrayed in
(a) above into their organizations?

c. How can the various patterns or modes of subprofessional assimilation into
social welfare and rehabili tation work settings be characterized?

d. How can the wcek functions of these subprofessionals be depicted or
described in a meaningful manner?

e. At a given point in time, do these depictions of worker functions vary
svstemat..ally among the various components or levels of a given
organization?

f. Do these depictions of worker functions cvolve or change over time? If so,
what variables seem to be associated with these changes?

g- How are different modes of subprofessional assimilation and utilization
reflected in selection and training procedures and in the amourc of
prescripticn associated with work functions?

h. How can the consequences of the variables identified in (a) through
(g) above be characterized?

The conceptual framework developed:

a. Must specify, organize, and atioczte variables in a meaningful way.

b. Must capture the realities of sucial welfare and rchabilitation workers,
work, work settings, .ad management.

<. Must lead to specification of dimensions and relatic.iships that are
amenable to empirical study.

. Must be comprehensive in terms of accounting tor a signifi-- ~t proportion
of variance.

e. Must be productive of knowlc ncerning the i< .wcnships among
subprofessionals, other staff, . . work to - dc and within the
organization, and the amount and natur- - ¢ - vices.

. Must be useful in suggesting manipulable variabs¢s which, when intervening
in existing relationships may come to effect changes in the field. These
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criteria imply that the contractor will be able to identify desirable
methods for measuring the required variables,

g Must have the capability of generating knowledge which may be used for
further research and have implications for policy recommendations
with respect to recruitment, training and education, work assignments,
and service programs.

4. The contractor shall plan and ccnduct a limited field investigation designed
to supplement and extend the concepts derived from the review of the
literature and to provide indications of the relevance of the variables he has
chosen and the extent to which the patterns and relationships among his
variables can be identified in various social welfare and rehabilitation settings.
The contractor shall determine the practicality of (a) relevant research for use
in the proposed national survey and (b) of more intensive research in the
various arcas, and shall identify problems in further research. The determi.
nation of practicality shall take into account the feasibility of measurement of
the different variables. Feasibility is defined here in terms of the ability to
construct operational measures of the variables within a reasonable time and
cost framework. The field investigation should be conducted concurrently
with, and be an integral part of, the conceptual development work.
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EMPLOYMENT OF SUBPROFESSIONALS: STAFF AND
VRGANIZATIONAL ADAPTATION AND
IMPLICATIONS FOR SERVICE DELIVERY

Robert J. Teare*

INTRODUCTION

This proposal describes the framework for a study designed to investigate
the dynamics of employment of subprofessional workers in social welfare and
rehabilitation settings.

The proposal is based on an interpretation und evaluation of the
requirements described in the Request for Proposal (RFP) of the Social and
Rehabilitation Service. Wherever appropriate, these interpretations are specifically
highlighted and related to the RFP requirements. It attempts to describe both the
peint of view and the plan of approach that will ~uide the proposal contractor in
achieving the objectives of the study.

OR GANIZATION OF THE PROPOSAL

The proposal is organized into five basic secaons. The General
Introduction sets the general framework of the study and reviews the major
+ssumptions behind the work. The Problem Definition explores the general
background of the problem area, reviews some of the general conceptual issues,
and identifies tome of the major thrusts of the subprofessional and “New
Careers” wiovement. The Formulation of the Research Framework recasts tie
major research quesiions and discusses the implications of these questions for a
conceptual framework. It identifies in a preliminary fashion the major elements
and relationships that should be included in a study of this type. The last part of
this section presents an idealized conceptual approach implied by the study
mandate. I'. discusses the important characteristics of such an idealized approach
and the problems associated with it. The Rusearch Plan describes a modification
of the idcalized approach that is appropriate within the time limitations imposed
by RFP. It describes the general methods of data collections, lays out a
preliminary sampling plan, and illustrates data content and formats wl. never
possible,

- e

*Dr. Teare is Associate Professor of Management, College of Business Administration, University of Georgia,
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BASIC ASSUMPTIONS IMPLIED BY THE RF?

The RFP reflects a series of basic assumptions about the nature and
magnitude of the central problem of the proposed research. These assumptions
can be stated as follows:

1.

2.

Delivery systems in social welfare and rehabilitation services are being
impinged upon by a variety of ©- s for change.

These forces emanate from the . _...ic at large, from the recipients of
services, from the workers in the various fields, from the professions
and their associated policy-shaping organizations—the National
Association of Social Workers (NASW), the Family Service Association
of America (FSAA), and the Council on Social Work Education
{(CSWE)—from various sectors of the Federal Government, and from
within the decision-making apparatus of the agencies delivering
services.

The implications of these forces are at present only imperfectly
understood; and, given the fact that they are recent phenomena, they
are just now reaching the state of clarity where they can be
investigated by research.

Given th: nature a .d origin of thesc forces and pressures, it seems
increasingly evident that they give rise to philosophies ~r “mcvements”
resulting in policies and practices that can be, at best, irrelevant to the
needs of clients, workers, and organizations or, at worst, dysfunctional
or at cross-purposes to the needs and goals of these groups.

One consequence of these forces is the movement toward the

employment of subprofessional workers, both ‘indigenous” and
“nonindige;.ous,” in social welfare and rehabilitation work settings.

With our present imperfect understanding, the assimilation of these
subprofessional workers into the domain of social welfare and
rehabilitation has beea accompanied by poorly articulated policies for
selection and training, unsystematic patterns of utilization, and
unanticipated impacts o. the v ~rkers themselves, their colleagues and
client:, and the organizations which employ them.

A clearer understanding of the pattern of those forces, policies,
patterns of utilization, and subsequent impacts which are associated
with the 1 <lusion of subprotessionals 1a social welfare and
rehabilitation organizations will be very helpful in establishing
guideiines that are designed to minimize discontinuities, conflicts, and
compromises which affect the workers and the quality of service tc
clients.

198
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These appear to be the propositions and assumptions on wi.ich che scope
of work proposed i the RFP is based. They are not disputed here since their
logic and the limited data available point to their reievance. The research design
presented here has been constructed to generate data associated with the
constructs and variables implied by these propositions. They are the major
buildiuy blocks of the preliminary conceptual framework.

PROBLEM DEFINITION

Living in an age whose single - ~nstant is radical change, all men
are in urgent need of whatever resources may be available as they
seek to understand and manage their environment, to understand
and solve the unpr=:cdented social problems confronting then..

(From the preface of Bennis, Benne,
and Chin, The Planning ~f Change.)

THE CHANGING MANPOWER SCENE

Given the events of the past several decades, it has became a cliché to
speak”in .wonderment about the magnitude of the technologicai changes taking
place in modern society. Less visible, uncil the decade of the 1960’s, were the
profound sociil changes that were coming into being as a result of the evolving
technelogy in AAmerica.

Rapidly entering the realm of the clich€ are the host of statements :~d
propositions centering about an important component of these cial
changes—the ‘“manpower revolution.” First coined in 1963 br the ..ate
Subcommittee on Employment and Manpower (Clark, 1965), this term refcrs to
the fact that workers are rapidly being shifted away from the production line ana
into human services occapations. We have become. in the words of Yarmolinsky
(1968), “‘a service society.” '

As is typically the case with change brovsht about by technology, the
ability of soc’ety to adapt often lags behind its need to do so. As a result, the
manpower revolution in the human services has had several marked consequences
that are highly germane to this study.

1. By displacing workers faster than new jobs could be created, it has
caused some segments of our society to become unemployed,
impoverished, and in need of social welfare services.

2. It has created this need in the midst of a culture with rising
expectations for a better standard of living.

3. By displacii'g wcrkers and reorienting occupations faster than
retraining could take place, it has caused a severe discontinuity
between the kinds of skills required by the new (h.man services) jobs
and the kin of skills available in the work force.

13a
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PRESSURES ON THE SERVICE S5YSTEM

As a result of these factors, an increasingly heavy burden has been placed
on those systems designed to provide social welfare and rehabilitation services (or
human services) to people.! Faced with rising demands for services, these syctems
cannot meet the needs if they continue to utilize traditional kinds of workers in
traditional kinds of ways. This problem has been described in a variety of sourc. -
(Barker and Briggs, 1966, 1968; Mencher, 1966; Monahan, 1967; Schwartz, 196,
Szaloczi, 1967; U.S. Department of Health, Education, and Welfare. 1965; U.S.
Department of Labor, 1969; Wittman, 1965). The problem need not be recounted
in anv detail in this document.

Tte burden on the system has taken a variety of forms. Briefly stated,
these burdens, or pressures, can be classed into five major categories.

1. Shortage of personnel. As the earlier narrative indicates, a mounting
source of pressure has been the ever-widening gap between the
requirements for trained manpower dictated by the needs of the
delivery system and the availability of that manpower from traditional
svurces of supply. There is every evidence that schools training social
welfare workers of various kirds will not be able to meet the needs of
the delivery system in the future.

2. Need for increased services. A host of factors, scme of which have been
cited earlier, have combined to produce the greatest demand for social
welfare services in the history of the U.S. This demand and expectation
for services compounds the frustrations of both the clients who find
they cannot receive services and the workers who struggle to deliver
them.

3. Entry job ind career mobility problems. Like most systems staffed
with professicnals, traditional patterns of division of labor and worker
utilization have mitigated against quick responses to problems created
by manpower shortages. Historical emphasis on academic credentials
have made it difficult for workers to enter the system without full
training (lack of access to entry jobs). Cnce in the system, workers
without crecentials have found themselves cut off f-om higher-level
positions (blocked career n.obility). Although the situation is
improving, problems created by traditional patterns are far from being
solved.

'As used here, the term social and rehahilitation services (or human services) refers to ‘‘any system
of services, public or private, rendered to individuals, groups, or institutions funcrioning in a status ranging
‘rom ‘well-being’ to ‘disakility’, that is designed to enhance status, reduce risk, remove crisis, or care for
disability in one or more ofy the major domazins of living, i.c., education, employment, housing, iiscal
resources, physical and mental health, leisure, family integrity, and community integriry."’ (1eare, 1970)
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4. Complex legi-lation. Public polic,, a key factor in shaping the

expectations of people, has undergone rapid change. Federal and State

- legislation has created many programs in the past iG years that have

widely expanded the spectrum of poteatially available services. At the

same time, the lack of coordination, conflicting requirements, and gaps

in eligibility have created severe logistics problems for many workers
and programs in the system.?

5. Public dissatisfaction and concern. The social service system and the
problems associated with it have enjoyed a visibility, the level of which
has never before been seen in our history. Heated discussicns appeared
in academic and popular media about the merits and defects of such
programs as the War on Poverty, Model Cities, Medicare, the Negative
Income Tax, Aid to Families with Dependent Children, and the Family
Assistance Plan. Such rhetoric, reaching heretofore unreached audi-
ences, has created greater public concern about the inadequacy of our
programs without,  the same time, educating people about the
complexity of the probL s they are designed to address.?

CONSEQUENCES

The consequences of these discussions, examinations of conditions, and
evaiuation of programs have been widespread. T_ e sure, many responses have
been superficial. Others, however, have been se.ious attempts to bring about
profound changes in both the structure of pregrams and the social philosophies
propelling them. The scope of these responses can be characterized by the
foliowing types of activities:

1. Detailed examination of the scope and purview of the field of social
welfare.*

2. Changes in the strategy and patterns of education programs in social
welfare, with increasing emphasis cn undergraduate education.’

3. Experiments with new types of staffing patterns.®

Lowering of requirements for certification and eligibility for
membership in professional organizations, such as NASW.

2Broz:r ~wtunates that costs of adminis.cring the system have been as high as $1 cut of
every $3 spent in selfaze budget. He further states that “ninety per cent of the time of social workers is
spent repeatedly investigating eligibility, Foing over needs in minute detail, filling cut forms for the many

categories of assistance, special funds, and [evels of governments (p. 30).”
3The writings of Harrington (1963, 1969) are among the notable exceptions to this parter.
4For more recent examplzs of this, .ee the writings of Bisno (1969), Kellner ard Tadros (1967),
and Teare g1970). .
In this regard, see the recent publication of guidelines by the Council on Social Work Educatio-
(1967).

$The recent publication by Barker and Briggs (1969) describes one such plan.
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5. Rescarch in new methods {or dcscribing and rcformulating work
activities.”

6. Introduction of new types of workers into the ficld.

Although any action taken usually has implications for more than one of
these types of response, the last-named forms the ceuter of attention of this
proposal. Our conception of the forces contributing to the movement to
introduce new workers into the ficld of social and rehabilitation services has, in
large measure, shaped the research framework to be proposed. Therefore, it would
be well to spend some time describing this point of view. In doing this, we will
draw upon several of the concepts and hypotheses formulated by Katan in an
excellent unpublished manuscripe.8

EMER GENCE GF NEW WORKERS: THE NONPROFESSIONALS

Although the chronology is difficult to pinpoint exactly, in recent ycars
increasing legitimation is being given to the strategy of introducing new workers,
with less than “full professionai” training and with incomplete credentials into
the social welfare and rehabilitation field.? Originally viewed as a stop-gap
cxpedient, this phenomenon has now been relatively well accepted as a permanent
zct of life and, in several significant ways, has beci advocated as contributing
positively to the quality and rclevance of social welfare services (Reiff and
Riessman, 1964).

Before going further, some distinctions neced to be made. Various nanies
have been given to workers with less than full professional training. These
labels—“subprofessional”, “nonprofessional”, “preprofessional”, “paraprofes-
sional”, “ancillary workers”, and “associzted workers”—are used rather loosely
and are all assumed to be synonymous. We will designate two major cate-
gories of workers, the indigenous worker and the preprofessional worker, for
purposes of the present discussion.!® The focus of our distinction is on the logic
underlying the selection and training mechanisms rather than on the utilization
patterns,

By indigenous worker, we mean the individual who is selected primarily
on the basis of demographic criteria. He may be indigenous in cither of two ways:

L Cultural affiliation with the client group. This is a sociological
oricntation. It assumes that, by virtue of the cultural overlap, this ty pe
of worker will possess insights into values, beliefs, mores, and customs:

TThe present preparations for a National Study of Social Welfare and Rchabilitation Workers,
lWorlk and Orgar "zational Contexts are evidence of the major effort being put into this response at the Federal
cvel,
8We ex ress our appreciation to Katan for his permiszion to incorporate this material into the
basic framework of this proposal.
9T his basic praciice of using less than fully crained pro/essionals, as volunteers and as technicians,
has a2 much longer history in other fields of the human services (i.c., inedicine, nursing, dentistry. education).
For further comments atuut basic methods for introducing new workers, see Fine (1967) and %‘carc {1968).
10Depending on his orientation in the prefix gane, the reader is left to his own devices in making

)
E lk\l‘c‘the substitutions most comfortable for him. 19 8

IText Provided by ERIC
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will have better access to any informal power structures; will be able to
communicate in the language or vernacular of the clients: and will
therefore be more “acceptable’ to clients and more cffective in the
delivery of service.

2. Sharced problemn experiences with the client group, This criterion has
more of a therapcutic orientation. Here the assumption is that a
worker, by virtue of having experienced and possibly overcon:-
pathology, crisis, or disadvantage (e.g., drug addiction, alcoholism,
mental illness, prison) will have greater insights into the dynamics of
the adjustments required and a better understanding of the clients’
nceds. As with the first criterion, it is assumed that he will have greater
acceptance and heightened cffectiveness.

In either event, the indigenous worker is hired mainly on the basis of his
life cxperiences rather than on the basis of formal training. In the great majority
of cases, he has little or no formal training in the ficld. At the time he is hired, he
may cven have little or no formal education of any kind. His credentials are his
biographical data. Finally, because of his background, it is most often assumed
(and frequently encouraged) that he will be oriented more toward the client
group than toward the system or ‘‘establishment” with which he now has
marginal overlap.!?

By the “preprofessionzl”, we mecan that worker who is hired primarily
because of skills that have beer. developed through a formal program of training
or education. By definition, his level of training has not resulted in academic
credentials that elevate him to the tradiricnal level of full professional status.!?
He may or may not be “indigenous” to the client group in the sense that we have
defined it above. The critical difference for our purposes is that, more often than
not, he has created personal ‘‘equity’” in a discipline, a career ladder, or a
credential system by virtue of his investment in time and/or money. This equity
may affect his orientation toward the system or the establishment. It may have a
bearing on how he resolves a conflict between the needs of a client and the neceds
of the organization. It will help to define his “constituency.”

In summary, we feel that this distinction between the indigenous and the
preprofessional worker, couched in terms of a basic frame of reference at the time
of hiring, is a critical one to make at this time. This distinction should have an
important bearing on the nature of the expectations of the organization, the
client, and the worker himself.

11 The concept of “‘overlapping’ and *‘marginal situations” was first introduced by Barkor et al,
(1953) to account for role conflicts introduced by partial disability. Such a framework will prove useful in
the conceptualizations of gur proposed study.

12For example, the M.S.W. (i1 social work), the R.N. (in nursing), the M.D. (in medicine), the

Ph.D. (in psychology).
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’ In Phase I of our proposed research, emphasis will be piaced on the
gathering of information about the indigenous worker. Should time permit, we
would propose that preliminary data also be gathered about the preprofessional
worker. Should this not be possible during Phasc I, we would stroiig!; recommend
that data about the work functions and occupational adjustments of the
preprofessional worker be collected during Phase 111 of this project.

Given this focus on the indigenous worker, what are the characteristics of
the forces behind this emergent manpower trend that have implications for the
present study? An extreraely important central characteristic is the simple fact
that the impetus for the indigenous worker movement has largely been shaped by
forces outside of the realm of the establishinent of social welfare and
rehabilitation and, in many respects, implies value. thzt are in opposition to some

of its dominant orientations.

MOTIVES FOR UTILIZING INDIGENOUS WORKERS

Katan (1970) has cogently characterized seven major forces or themes
that have given impetus to the indigenous worker riovement in the social welfare
services.

1. The manpower shoriage. Many of the details of this theme have been
discussed above. Suffice it to say at this point that certain segments of
the population have been systematically displaced by technological
evolution and have become chrorically unemployed or
underemployed. At some point it would seem appropriate that social
planners would come to view this population as a potential manpower
pool for the socia! and rehabilitation services field. This point of view
has had its clearest expression and been given its greatest impetus by
the writings of Riessiman.

2. The desire to eliminate poverty. A logical extension of the manpower
shortage discussed above is to hire the poor and the ¢hard-core
unemployed” io delier services and, by this process, to climinate or
greatly ameliorate the problem of poverty. This notion of a “huran
services W.P.A.” contains many hidden problems but remains o
relatively dominant motive behind the movement.!?

3. The desire to change tne image of the poor. Coser (1965) has
maintained that the poor, unlike many other social groupings. are
defined primarily in terms of a one-sided dependence on other groups
rather than on the basis of a mutual interdependence. This results in an
image or status defined largely in negative terms. The employment of
the poor is seen as one way of bringing about a change in this image.

13 A derailed analysis of the problems associated with job development in th+ sacial services sector

may be found in Ferman (1969).
Q ‘ 200
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First of all, the poor person will be on both sides of the table, as a
grantor of services and as a recipient. Second, he will perform the
service job on the basis of ability and competence. Thus the
employment of the indigenous poor is secn as a way of cnabling a
person who is himself in need to make a social contribution in the
giving of aid. This is viewed as having positive benefits for his image—in
his own eyes and those of society.

The desire to provide therapeutic experiences. Related to the desire to
change the image of the poor is the “helper therapy” principle
described by Riessman (1965). S:ated simply, the proposition has two
basic thrusts: (a) since many indigenous workers recruited for human
services jobs are likely to be school dropouts, unemployed, delinquent,
or otherwise “stigmatized” persons, placing them in a helping role will
be highly therapeutic for them; and (b) as these therapeutic benefits
are realized, these people should become more effective workers and
thus become a positive growth forc: in the manpower pool of a
depressed community,

The need to reallocate work within an organization. Given the present
gap between rising demands and the shortage of manpower, many
organizations see the use of indigenous workers as an opportunity for
“factoring out” tasks of a repetitive nature and creating positions
requiring less skill or technical competence. This then frees the
professicnal to concentrate on those activities requiring the full
capacities of his training.! 4

The desire to make services more meaningful. With increasing
frequency, one hears the criticism that social and rehabilitation
systems arc unable to provide meaningful and needed services to
people (Cloward and Epstein, 1967). Many of the reasons for this have
been described carlier in this section, Two of them figure centrally in
this motive. They are: (a)the cultural “distance: between the
professional worker and the client, and (b) the rigid bureaucratic
characteristics of many human services organizations. The use of
indigenous workers is seen as a way of bridging the gaps between client
and organization, pointing out structural deficiencies, and helping to
identify possible remedies.

The desire to increase citizen participation. The movement to involve
citizens in the operation of human services, particularly in poveriy
programs, has been both advocated and attacked under the rubriz of
“maximum feasible participacion.” Two different themes seem to be

" The inherent dangers of this strategy, with respect to job and career development, have been
@ cribed by Ferman (1969), Fine (1967), and Teare (1970).
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running through this basic idea. First, it is held that citizens have a
basic right to tak= part in the planning and operation of the programs
that influence the basic fabric of their life (Wofford, 1969). Second,
citizen participation may be used as an organizational device for
controlling clients more effectively and for “cooling off’ potential
tensions. This latter motive closely resembles the principle of
“co-option’’ described by Selznick (1966).

As the above narrative has demonstrated, the force- and motives
underlying the movement to incorporate indigenous workers iuto the field of
human services are a diffusion of many themes. In our experience, they are rarely
separated in the minds of planners as they develop programs for recruiting,
selecting, and utilizing indigenous workers in organizational programs. Such
separation is critical, for we feel that erroncous or incomplete understanding of
these disparate motives—in the minds f the organizational planners, the workers,
and the clients—will have profound impact on: (1) the willingness of organizations
to employ them; (2) how their roles will be communicated and perceived by all
parties invoived; (3) the ways in which their tasks and activities will be

constructed; and (4) the potential cffectiveness of these workers in providing
services to clients.

BENEFICIARIES OF UTILIZATION

In line with this assertion, «  vould speculate that an organization’s

willingness or readiness to introduce i ;¢nous workers will depend initially on
the organization’s perception of wiio + . benefit most from the involvement. This
notion has led Katan (1979, to attac. :he concept of the “prime beneficiary” to
cach of the seven motives descril . earlier. This linkage of motives and

beneficiaries is depicted in Table 1.
As the table depicts, a theorerical analysis of the implications of these

motives reveals that their impacts (in terms of benefits) can be quite different.
Only two of these seem to be principally concerned with bringing about changes
in the workers themselves, In others (those that are organization-centered and
client-centered), the worker is mainly an instrument for bringing about the
achievemen: of different goals. To be sure, this depiction is somewhat simplistic.

administrators and their boards) can potentially cause a great deal of grief. This is
especially true of thé “participation” motive. If a management encourages
participation on the grounds that workers and clients have a right to be involved
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Table 1.—Motives and Beneficiaries.

Motives Primary-Beneficiary
Indigenous " . Socizty at
workers Organization Clients large
Reduce manpower shortage v/
Eliminate poverty vV

Change image of

client vV VAV
Provide therapeutic

experience v

Reallocate work NN

Increase meaningfulness
of services v

Increase participation vV vV vv

1 Adapted from Katan (1970)

(client-centered, worker-centered) but, in fact, uses this as a co-opting tactic
(organization-centered), dissonance is likely to be increased rather than

decreased.! s

EXPECTED ROLES

These motives will also have implications for the ways in which the
indigenous worker will be uszd. Some of the dimensions of job activity that are
likely to be affected will be discussed in more detail in later szctions. At this time,
we would merely like to highlight the basic notion of “role expectancy”’. Katan
(1970) has identified three preliminary concepts of “role expectancy” based
primarily on a continuum of change that the worker is expected to introduce into

. 15This issue, centering around tenant participation, has become a central problem in the
assimilation of programs designed to achieve “social goals” in public housing.
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the organizational climate. Again, although not based on empirical data, these
concepts are helpful for describing a general “set” with regard to work behavior
that will serve as useful grouping variables during the early development of the
conceptual framework.

1. Conformity. A worker functioning within this set will see himself (or
be viewed by management) as having little status within the
organizational hierarchy. His duties will be narrowly defined, even
though they may be quite varied. He will be given lirtle discretion in
carrying them out and will be expected to maintain strict standards.

2. Mediatior., This set implies that the worker will be expected to serve as
a bridge between the client and the organization. Although he is
allowed more latitude in terms of interpretation and discretion, his
principal objectives will be to serve as a policy instrument and
information channel for both the clients and the organization.

3. Inacvation. Given this set, a worker will be expected to introduce new
clements into the organization, Interpreted at its fullest, the indigenous
worker will be expected to be an instrument of change by virtue of the
fact that he is equipped with information about the real needs of
clients and is given discretion and autonomy to take action.

The relationships between the motives of the organization and the sets
that workers might possess (or be cast in) are depicted in Table 2.

Again, it should be emphasized that these linkages are speculative. It is
interesting to note, however, that the majority of the motives imply conformity
more than any other mode. This is clearest for reducing manpower shortage and
reallocating work. It is difficult to speculate how a desire to eliminate poverty
would be translated into manpower strategies for a given organization since,
unlike any of the others, it clearly relates to a goal which is external to an
organization. The clearest expectation for organizational change seems to be
implied by increasing the meaningfulness of services. The greatest possibility for
role dissonance is likely to be for the participation theme. This would be expected
because of the element of co-optation contained in it.

SUMMARY COMMENTS

In this section, we have attempted to describe and interpret some
fundamental dimensions of the movement 1o use indigenous and preprofessional
workers. We have dealt at length with some of the concepts that can be derived
from these dimensions because they will be useful in developing a conceptual
framework for the research we are proposing. Subsequent sections will describe
the orientation and methodology to be used in the study.
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Table 2.—Motives and Role Expectancy’

Motives Role Expectancy
Conformity Mediation Innovation
Reduce manpower shortage vV
Reallocate work vV
Elizninate poverty ? ? ?
Change image
of client VAY
Provide therapeutic
experience vV
Increase meaningfulness ,
of services VA . VAYS
Increase participation vV Vv VA,

! Adapted from Katan (1970).

FORMULATION OF THE RESFARCH FRAMEWORK

BASIC RESEARCH QUESTIONS

The major focus that the proposed research plan should have is clearly
outlined in the RFP. In their simplest form, the questions can be stated in the

following way:
1. What are the various kinds of subprofessional workers employed in
- ocial and rehabilitation settings?

For what reasons and by what processes were these workers employed?
3. How are these workers being used in these settings?

4. What are the various ways in which the consequences of theijr
employment can be described?
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In answering these questions, we shall provide both a framework for organizing
the data chat will be required and a methodology for gathering such data. This
section will deal primarily with the dimensions of such a preliminary framework.
In our vievs,, such a framework will consist of twn basic elements: those which
identify and organize content; and those which characterize and depict
relationships.

CONTENT ELEMENTS

An analysis of the questions posed by the RFP suggests that thore are at
least five major content classes that are implied by the sponsor’s mandate. These
involve classitications of: (1) types of subprofessional workers; (2) fcrees
operating upon agencies to use such workers; (3) patterns of assimilation of
workers into organizations; (4) patterns of utilization of workers; and /%) impacts
or consequences of employment on the workers, the clients, and the
organizations. Each of these will now be discussed in scme detail. It should be
pointed out that many characteristics of these content elements were included in
our prescntation of the Problem Definition. To avoid repetition, we will refer
back to that discussion whenever possible.

1. Types of subprofessional workers. Preliminary classifications of types
of subprofessional workers can be talked about in terms of who the people are
(demography or biographical data), how or why they were hired (modes of
assimilation), and what the workers do (patterns of utilization). These latter two
classifications come under content classes 3 and 4 above and will be described in
more detail under those headings.

In terms of subelements, demographic data would include such variables
as: (a) age, (b)sex, (c)race and cultural background, (d)level and type of
education, (e) place of residence, (f) length of residence, (g) marital status,
(h) number of dependents, (i) voluntary association memberships, (j) occupa-
tional history, and (k) career as a client. On the basis of several of these
subelements (c, d, j, and k) we distinguished carlier between ‘indigenous”
workers and “preprofessionals.”’

2. Forces operating on agencies and organizations. We described many of
these forces in Problem Definition above. Subelements of this content class would
include: (a) pressures to deal with manpower shortages, (b) the need to increase
services (stemming from clients, workers), (c) requirements imposed by mandate,
charter, or legislation (e.z., 1967 Social Security Amendments, OEO legislation,
Model Cities program and staffing requirements, HUD “Social Goals”
participation), (d) community ‘climate’, and (e) external pressure from local
groups (i.e., board of directors, PTA, church councils, newspapers).
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To evaluate these subelements or rcal scurces of pressure, other
subelements, focusing on the organization’s vulrerability and capacity to respond,
would need cto be taken into account. These include such things as:
(a) organization size, (b) source, magnitude, and type of funding hase, (c) scope
of services, (d) centralization of decision making, (e) formalizatio.: of policies and
procedures, (f) staff composition, and (g) reliance on formal position descriptions
and precise divisions of labor.! &

3. Patterns of assimilation. These subelements have to do with the various
ways in which subprofessionals are introduced to and absorbed into the
organization. The subelements include: (a) dcgree of ‘“preconditicning” of the
organizational system (ie., modification of career ladders, sensitization of
supervision, planning for mobility), (b) rectuitment techniques, (c) specificity of
selection criteria, (d) “location” of entry jcbs in tke organization, (¢) methods of
orientation for new workers, and (f) comprehensiveness of in-service training
procedures.

4. Patterns of utilization. These subelemr.nts G- cribe the basic
componeats and dimensions of worker activities. They include soncepts such as:
(a) role expectancy (one possible framework was described in Problem
Definition), (b) tasks and task clusters, (c) purposes and objectives of the work,
(d) distribution of time allocations to various tasks, (e) types and levels of
discretion associated with tasks and (f) the “span” of activities (specialization—
generalization). Related subelements of utilization also include: (g) sources of
information and instruction, (h) specificity of standards (both “process” and
“impact”), and (i) type and closeness of supervision.

5. Consequences. This class of content is primarily concerned with
describing and depicting the effects of impacts of the above-describad data
elements. It may be assumed that these impacts or consequences can be described
from the perspective of the organization, the workers, and the clients. Muck of
the language of these consequences can be couched in terms of the first four con-
tent elements since, in most cases, one would be talking about changes in these
elements over time.

Organizational consequences would include such subelements as changes
in: (a) structure, (b) program scope, (c)types of service, (d) recruiting and
selection procedures and criteria, (e) training content and specificity,
(f) supervisory practices, (h) sources of pressure, (i) expectancies for workers,
(j) descriptions of work activities, and (k) emphasis on formalized procedures.

16chcral of these subelements, particularly d, e, f, and g, have been focused ., by organizational
thecrists to describe the change potential of organizations on a contintum from “mechanistic” to “organic.”
See particularly Bennis et. al., 1961, and Burns and Stalker, 1962.
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For the workers, the subelements of consequences would be changes in:
(a) expectations, (b) carcer aspirations, (c) levels of satisfaction, (d) patterns in
work activity, self-induced and externally-induced, and (e) life style off the job.

Impacts on clients would involve subelements such as: (a) length of time
spent with workers, (b) lags in service, (c) reductior in “‘fractionization” of
contact with organization, (d) perceived increase in continuity and relevance of
services, (e) additional services received, and (f) impact on the status of
functioning in various life domains.! 7

DATA RELATIONSHIPS

As we indicated earlier, the second principal type of data element depicts
relationships. The addition of this dimension to a conceptual framework
introduces the notions of order, sequence, and association. Under ideal
experimental conditions, such a dimension permits one to make inferences about
causc-effect relationships.

A tentative formulation of the basic sequential (or relational) aspects of
the conceptual framework is depicted, in an idealized paradigm, in Figure 1 on
the facing pagc. The paradigm uses the data clements and themes described in the
earlier portion: of the proposal.

Several important characteristics of this paradigm should be discussed at

1ce they are critical to the design of our prooosed study and are likely
for the National Study.

~ust of all, the paradigm dep; 2 sequence or flow of events occurring
vuwugh time. The arrows are designed to depict both a temporal sequence and an
associative (causal) sequence. The variables have been arbitrarily sequenced into a
chain of ‘‘antecedent,” “situational,”” and ‘“‘consequent” variables.! 3

Secondly, the paradigm is dynamic rather than static, in that it depicts a
sequence of variables in flux. Each of the variables contained in it affects those
that follow. The ‘“consequent” variables, besides being a product of the pricr
chain of events, then ‘“feed back’ :o these prior states, modifying them in the
process and thus creating 2 new chain of events.

Finally, the paradigm depicts this dynamic process as an open system. The
forces for change and modification of manpower strategies come both from
elements internal to the organizational framework as well as thosc external to it.

IMPLICATIONS FOR STUDY DESIGN

We have referred to this paradigm as an “idealized” approach. This usage
should be explained. Given the nature of the questions posed in the RFP and the
framework implied by the paradigm, an “ideal” study would be one which

17This last subelement refers o the concepts implied by the definition of “human services™ given

in footnote 1 above. L .
18This represents an extension of the basit Yaodel for differential personnel selection and utiliza-

tion rescarch suggested by Dunnette (1963) and an unpublished program evaluation model by Teare (1967).

209

Q




218 __Dlationdl Study Working Papers

carefully c¢xamined tlc form, magnitude, and strepgth of the relationships
between a set of phenomena representing the consequtnces of employment of
subprofessionals and those variables which represent the majoy antecedent and
situational elements. Such a study would require thar two basic conditions be
met: (1) the construction of relevant, sensitive, psychofnetrically sound measures
of the content elements: and (2) the isolation and claSsification of all relevant
variables which constitute poteutial sources of indepesident Variance. Given the
temporal nature of the chain of events (and the p>otential delays in feedback) such
a study would more properly be longitudinal rather than cros. sectional.
Furthermore, a study of this type would contain many ¢Ontrols to provide for the
isolation and combination of various levels of the data e]éments.

Such a study would be appropriate if the:= exist¢d na cOnstraints on time,
money, or scheduling. Such is not the case. In any even't, we do not believe that
the expenditures required for such an effort would be feasonable from a
cost-effectiveness standpoint. We have presented a Compfehensive tentative
conceptual framework and have made this idealized apprOach explicit in order to:
(1) present a frame of reference to the sponsor for jojnt Sponsor-contractor
planning purposes; and (2) provide a point of departure for waking alterations in
the ideal so as to take into account the constraints exisging in the actua! problem
situation.

RESEARCH PLAN

GENERAL CHARACTERISTICS

In order (o give an overview of the researcl Approach, we * ..
summarize the major characteristics of the empirical porfion (£1eld exper1
the proposed research plan. In so doing, we will also descsibe the progression from
Phase I (Limited Field Investigation) to Phase 11l (IntepSive Field Investigation).

1. In both Phases (I and III), we will use a cross-s€crional approach. Using
current and retrospective data from various sottces, We will attempt to
develop case histories. By this process, we fiel we will be able to
reconstruct, in a preliminary fashion, the lapgirtdinal (relational)
components of the conceptual framework, ln Phase I, these case
histories will be organized around sites. In Phase 111, as data become
more detailed, we will attempt to organizf case histories around
various types of workers.

2. In Phase 1, the principal method of data collecfivp from respondents in
the field will be through a series of increasingly strictured individual
and group interviews. Categorizing data, thfough tontent analysis,
should lead (in Phase III) to the capability far couecting expanded
data, in less time, through highly structured interview techniques.
Ul“imately, in the final portion of Phase IIl, data collection shouid be
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amenable to self-report formats. (Present planning for the national
survey would seem to point to this as being desirable).

3. Site visitation, in Phase I, will be limited. Present plans call for six sites.
They will be chosen so as to maximize variance in content elements
(see Preliminary Sampling Plan, below). Siies used in Phase I will be
those that offer social welfare services primarily. In Phase LI, a wider
range of sites, numbering about 15, will be selected. These will include
hospitals, clinics, and rehabilitation centers in addition to primary
social service agencies.

4. The data emphasis in Phase I will be on identifying major content
elements and relationships (see Data Categories, below). We will
concentrate on the antecedent and situational variables since, in many
instances, the consequent variables will be described in terms of
changes in these. Phase III will place more emphasis on consequent
variables (particularly client-centered) and on the various feedback
loops.

5. In terms of data sources, emphasis will be placed in the early portion
of Phase I on the general literature. This literature will also include
Federal legislation, agency policy documents, and position papers of
various- professional associations.!® In the limited field investigation
(Phase I), respondents will primarily be agency planners, adminis-
trators, and subprofessionals (with emphasis on the “indigenous”
worker). In Piase llI, the range of respondents will be broadened to
include other types of subprofessionals (including preprofessional
workers), supervisors, and clients.

6. Data analysis techniques, in Phase I, . Yue..carive rather than
quantitative in nature. Emphasis will be placed on content analysis (to
construct nominal and ordinal scale categories), and case history
narratives. Use of computer facilities will be restricted to technical
assistance for formating categories. Phase III will emphasize the
compatibility of formats with data processing and will involve
Computer storage. Data input, storage, and retrieval will be tested on a
dry-run basis to determine cost and check out coding procedures. (This
will be done in anticipation of requirements for the national survey.)

Having described the major characteristics of our research approach, we will
discuss several of these aspects in more detail.

19For example, FSAA, NASW ad hoc committees, CSWE, and National Association of Communigy
College Mcental Health Technicians.
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-

DATA CATEGORIES

Most of the elements of the data we propose to collect have already been
referred to and described freviously in the section on Problem Definition above.
A complete listing of these dzta elements linked to the proposed sources and
methods for collection is contained in Table 3.2° In terms of emphasis, the
progression and expansion of data elements, from Phase I to Phase 111, have been
summarized in the opening pages of this section,

WORK FUNCTIONS

Unlike the rest of the variables, few comments have been made about the
nature of the descriptive data dealing with work activity and the specialized
techniques that will be required to collect them., Since they ~onstitute a highly
critical situational variable, a description of our proposed approach is in order.

A detailed task analviis of worker activity is a formidable effort.
Furthermore, it lies wrc.iin the purview of the Narional Study. Consequently we
are not proposing thi: anything approaching this magnitude be done in the
present study. We are proposing instead that a limited analysis of worker
functions be carried ¢ centering around (a) clusters of tasks, linked with
measures of (b) areas of discretion, (c) levels of discretion, (d) allocations of time
and effort, and (e) specificity and clarity of standards. These data, coupled with
diagnostic statements . bout sources of satisfactisn and discontent, will permit the
research staff to gene .+ descriptions of work and make inferences about worker
tunctions and objectives, roles and role cxpectancies, worker autonomy, skill
requirements, and scope of work.

The methodology for collecting these data was developed by the principal
investigator and first used in a job analysis of psychiatric aides in several hospitals
in North Carolina.?! Briefly describr.!, the technique initially involves gathering
preliminary task descriptions, fro.. groups of 6 to 10 workers at a time, in an
iterative manner. It starts with the identification of major work areas (as
perceived by the workers) based on their perceptions of the different kinds of
things they do. Thuy are then asked to fill in details of tasks (in sequence) under
each major area. A subsequent group of respondents is then asked to verify these
Statements, regroup major areas, and add more details. Rather early in the
process, redundancy is reached in that no regrouping occurs and no new task
statements are added. At this point, the basic ““package’ or array of task clusters
is assumed to be identified. Formats are then made up which contain suinmary
descriptions of each of the major task areas. New groups of respondents are then
presented with these formats to which they can respond individually. Control

20A source heading for the ““General Literature” is not included in this Table since it can be
assumed that, whenever possible, it will be used. .
ysis are currently being

21The methodolo, developed and findings derived from this anal
‘A Functional Job Analysis of a Critical Mental Health System Component:
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Table 3. —Proposed Daiu Elements and Sources

Probable Sources (primary)
Data Elements General Respondents
Policy | Agency
state | Récords | acmini | porkers | Sper. | clons

1 Worker Data:

(a) Basic demography v v

(b) Occupational history v v

(c) Career as client v v
2 General Agency Data:

(a) Forces and pressures v Ko v

(b) Capacity to respond v v v v
3 Worker Assimilation:

(a) Preconditioning v v v

(b) Recruitment techniques v v v v

(c) Selection procedures v v/ v v

(d) Training mechanisms v v v
4 Worker Activities:

(a) Task descriptions v v v

(b) Discretion v v v

(c) Allocation of efforts vV v

(d) Standards v v v v v v

(e) Job status - ] v v v v
5 Consequences:

(a) Satisiaction - v

(b) Job change v v v

(c) Organizational change v v v v v

(d) Client impacts I v v v

Note: Where more than one check appears in a row, this means that back-up sources can be used for
accuracy checks. Whenever possible, this will be done.

data (i.e., biographical information) are contained on the heading of each sheet.
These data are used to describe sources of variability.

Each worker is then asked, with respect to each task cluster, to:

1. Scale it in terms of difficulty and challenge (a five-point ordinal scale is

usad); o
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2. Scale it in terms of contribution to client goals (a five-point ordinal
scale is used);

3. Scale it in terms of degrec of satisfaction (a five-point ordinal scale’is
used);

4. Indicate percentage of time spent (sum of all tasks must total 100,
including any zero entries).

Following this, the workers are asked to describe discretionary aspects of
the task areas. Again, this information is obtained, in each task area, for each
worker. Six basic categories (or areas) of discretion are used:

1. Task Initiation—Can he choose whether or not to do jt?

2. Method—Can he select the techniques or procedures?

3. Standards—Can he decide when appropriate quality is reached?
4. Level o fort—Cun he vary length of cycle or level of effort?
5. Scheduling—Can he chonse when or how often to do the task?
6. Resnurce allocation—Is he free to use other people or materials?

For cach of the tasks, the worker scales each category of discretion (on a
five-point ordinal scale) in terms of the degree to which he is allowed to use his
own judgment in making these kinds of decisions.

Subsequent to thése scaling tasks, workers are then asked to describe. for
each area, patterns of supervision, the vigor with which standard- are enforced,
the sources of his instructions, and specific oriring ~nf ensii€ (i and Lt

The procedure thus consists of:

1. Development of an array of task clusters, described in general terms,
that covers the job situation (a relatively small sample of workers is
usually required);

2. ldentification of specific variaticns in each task cluster (on an
individual worker basis) in discretion and time allocation.

Once the array of tasks is developed, the additional data \on variations) can be
gathered by group interviewing in less than four hours.
NECESSITY FOR MODIFICATION

As should be evident from the above description, there are some
weaknesses in the technique. Modifications and refinements will be required for

the present study.
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First of all, the technique is best suited for gencrating descriptions of
relatively structured tasks (in terms of sequence and range of task options). To
the extent that workers in the present study have a high proportion of elective (or
unstructured) tasks, this deficiency in the technique will have to be corrected.
Secondly, the methodology lends itself better to generating a description of a
broad manpower component (consisting of a ‘“‘composite” of all possible task
clusters) rather than a description of the specific configuration of tasks carried
out by a single worker. Finally, constructing the original array of tasks (from
which an individual worker would sample to describe his particular job) can be
time-consuming and can ‘“‘use up’’ a small sample of workers in a hurry. Given the
time constraints in the present study, we are likely to be working, particularly in
Phase I, with relatively small samples. We will therefore need to modify the
procedures so that we can generate the original array of tasks more efficiently.
This might be done. on an a priori basis, from material in the published and
unpublished literature. Tentative task clusters, that seem to have potential for
generalization, have been developed by Teare (1970) and Gordon (1970). We
know that other arrays exist.?? One of the purposes of the literature review will
be to identify other possible configuiations, developed from respondents similar
to those in this study, that might be incorporated into the data collection
procedures.

PRELIMINARY SAMPLING PLAN

For Phase I (Limited Field Investi- ition), ' atai cly ool ored six
sites for investi- i 77 ge sites vere Cno n Lo ropresent protaole maximum
variar .« ui. (@) agency ype (scope of services, degree of burcaucrarization, ability
to change, size, source of funds); (b) source of pressures (public - ading. private
board control. community climate); (¢) status of indigenous w :rker programs
(large. small, well-developed, emergent); and (d) section of cour:-+ (Southeast,
Mortheast, Midwest). These sites are:

1. Economic Opportunity-Atlanta, Atlanta, Ga.

2. ulton County Department of Public Welfare, urbanized :ounty near
Atlanta, Ga.

3. Model Cities Program - Neighborhood Service Centers, Cainesville, Ga.

4. Baltimore idealth and Welfare Council (private agencv consortium),
Baltimore, Md.

22For example, much activity has been generated, among others, by the Human Resources
Commission (Chicago), the Institute on New Careers (Warrenton. Va.}, the New_Liccers Development
Prograrn (Washington), the New Careers Development Center (New York University), theSouthern Regional
Education Board (SREB) in Atlanta, and the Western Interstat : Commission for Higher 3ducation (WICHE)

ir Boulder, Colo.
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5. Detroit Department of Public Welfare or Wayne County Department of
Public Welfare, Detroit, Mich.

6. Private agencies in Ann Arbor, Mich.

This array of sites is preliminary; subsequent investigation (on-site) and
discussions with SRS monitors may result in changes. We have presented these
because they: (1)are accessible and amenable to use; (2)represent good
geographic spread for purposes of estimating transportation costs; (3) contain
divergent sampling characteristics; and (4) illustrate the rationale behind our
sampling plan.

During Phase I, we would expect to collect data from approximately
200 respondents.?® These would consist primarily of indigenous workers bur
interview data would also be collected from agency administrators and, when
possible, from supervisors of the worker-respondents.

During Phase 1Il (Extensive Field Investigation), we would expect to
expand the number of sites to about 15. Their composition has been described
previously under General Characteristics of the Research Plan. At this tir ‘"
estimate that they will include sites in Chicago, New York City, Nortl a:

West Virginia, and Virginia. Our projected plans call for data collection o
400-500 respondents during Phase IIl. This sample would contzain additional
subgroups of nonindigenous (preprofessional) workers, supervisors, and clients.
Data collection will emphasize the ‘“relational’’ aspects described in the research

paradigm, Figure 1.
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